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THE NATURE OF THE PSYCHOLOGICAL CONTRACT 
AT WORK: CONTENT AND CHARACTERISTICS 
ABSTRACT 
The following set of studies presents and tests a model of the `psychological contract', defined 
here in terms of an individual's beliefs regarding the terms and conditions of a reciprocal 
exchange agreement between that person and another party (Robinson and Rousseau, 1994). 
The model is based on the assumption that the individual 's construction and perception of the 
exchange relationship between him/herself and the employer represents the most appropriate 
level of analysis at which to explore that relationship. The model describes the characteristics 
of the psychological contract in terms of a stable four-factor structure. These characteristics 
include: degree of contract-focus; perceptions of equitable behaviour on the part of the 
organisation; expectations for professional development; and employment time-frame. The 
thesis also presents evidence which describes the content of the exchange relationship, i. e. 
factors which dictate the terms on which the employment relationship develops. These factors 
derive from both self-perceptions and organisational perceptions. Organisational perceptions 
are concerned with employees' representations of `deal delivery' in a range of areas of 
importance to them (e. g. rewards, security, HRM practices, supervisory support, development 
opportunities). Self-perceptions are derived from employees' work-based self-concepts (Fiske 
and Taylor, 1984), in connection with the exchange relationship and include work values, 
degree of professional/occupational identification, and a range of social memberships (e. g. 
age, tenure and gender cohort). Self- and organisational perceptions are shown to be 
differentialliv predictive of the four characteristics of the perceived exchange relationship, 
suggesting a range of implications for exploration and management of the psychological 
contract at work. The potential of the proposed framework for investigating the phenomenon 
of 'normative' elements of psychological contracts (Sparrow, 1998) is discussed, as is the 
future of the psychological contract concept within the Organisational Behaviour literature 
and \\ ithin a \\ ider management context. 
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CHAPTER I 
THESIS OVERVIEW 
1.1 INTRODUCTION 
"... the most complex organisational issue since the industrial revolution: the. fundamental and 
irrevocable shift in the psychological contract between employee and organisation. " 
(Hoer, 1993: jacket) 
Today's workplace is changing at a rapid pace. Company `downsizing' due to recession in 
the early 1990s, the information revolution and the increased importance of service orientation 
within an increasingly competitive global marketplace have all led to significant 
organisational changes. These changes have included cost-cutting measures and the advent of 
management programmes aimed at increasing productivity (such as performance-related pay 
and business process engineering initiatives) (Herriot and Pemberton, 1995). The Institute of 
Management (1996) suggested that increasing rationalisation and economies of scale would 
lead to narrower margins and a considerable reduction in the number of providers in the 
worldwide market, arguing that only the fittest, most innovative and flexible employers would 
survive long-term. 
It is within this new economic framework of fragmentation, competition and instrumentalism 
that the concept of the `psychological contract' has gained much currency in recent years, 
becoming increasingly prominent in both management parlance and in the research literature. 
Whilst it may be argued that the employment contract (which establishes an exchange of 
promises and contributions between employee and employer, Rousseau, 1989: 121) 
constitutes the mainstay of employment relations (Rousseau, 1990b), the concept of 
psychological contract is becoming increasingly widely used to communicate the importance 
of the employee's stance on the employment relationship. 
The psychological contract makes reference to the ways in which employees and 
organisations interface with each other. It refers to this interface not just in terms of the 
employment contract, but also in terms of the `unwritten expectations' inherent in the 
exchange process \\ hich frames conditions of organisational membership (Schein, 1980). The 
traditional working 'partnership' which characterised the \tiorkplace 20-30 years ago 
presupposed a specific social contract (Millward and Herriot, 1999; Rousseau, 1995), "based 
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on shared, collective beliefs regarding appropriate behavior in a society" (Rousseau. 1995: 
13). This social contract encompassed employees' expectations of a secure (possibl-, lifelong) 
job, professional and personal development opportunities, training and support. In return, the 
employer would expect employees to invest themselves fully in the organisation. giving their 
all and `going the extra mile' when required. This traditional relationship is fading as firn; 
are forced to focus on their own corporate interests as competition increases and 
organisational survival becomes paramount. These corporate interests, of course, ma,, or may 
not coincide with those of the organisation's employees. 
Increasingly, employees are being asked to become more resourceful, independent, self- 
managing and emotionally tough, with employers withdrawing promises of support and 
security as they face a fluid and uncertain future. The social contract between staff and their 
employers can be argued, then, to be in transition: from traditional to dynamic, from open- 
ended to delineated, and from emotional to economic. As to whether this economic and social 
shift is mirrored in the experienced psychological reality of today's workers remains 
controversial and the focus of much psychological contract research to date. Millward and 
Brewerton (1999) contend that `contracted' employees making up a growing proportion of the 
workforce, whilst they may be expected to adopt a more instrumental, transactional 
relationship with their employer(s), still strive to invest and involve themselves emotionally as 
per the `traditional' working relationship of several decades past. 
The contemporary workplace focuses increasingly on the individual, rather than the collective, 
as the crucial resource with ý, khich deals must be struck and negotiations made (Guest, 1998b). 
lt could be argued, then, that our understanding (as researchers and practitioners) of recent 
changes in the world of work is likely to reside within the perceptions of individual 
employees. As noted by McLean Parks, Kidder and Gallagher (1998), "the ability of people 
to construct their own reality is impressive", and it is people's perception of their own reality 
that shapes their expectations, attitudes and behaviours (p. 697). Thus, idiosyncratic 
interpretations of, and reactions to, the social contract which exists between an employee and 
an employer, can be argued to form the focus of the psychological contract bet\ý een the 
parties, particularly on the part of the employee (Rousseau, 1990b: Robinson, 1996). It is 
apparent, then, that our understanding of the psychological, organisational and social factors 
involved in the development of these individually-held beliefs about the employment 
relationship \% ill have a crucial role to play in the prediction and management of employees' 
attitudes and behaviour in the workplace of the early 21S' century (Millwand and Brewerton, 
2000). 
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1.2 Aims 
J he current work aims to conceptualise and explore the psychological contract from the 
individual's perspective, (i. e. in terms of the impact of indiý iduals' perceptions of both 
themselves and of the organisation on the dex eloping exchange relationship betxýeen the 
parties), since it is assumed to be the individual's construction of reality Nahich is likely to 
have the greatest effect on associated attitudes and behaviours (McLean Parks et al. 1998). 
The thesis sets out to clarify the concept of the psychological contract and its use as an 
explicator of the employment relationship, from an individual perspective. B, identify ing the 
common characteristics or framework within which the psychological contract operates. an 
assessment of the content of contracts across individuals and organisations can be facilitated. 
The constituent elements of an individual's psychological contract have been argued to be a 
reflection of both perceptions of organisational factors and individual predispositions 
(Rousseau, 1995; Sparrow, 1996a; 1996b). Here, the relative weighting of each of these sets 
of factors (organisational and individual) in explaining variance in the resultant psychological 
contract is ascertained. 
Of particular interest is the extent to which generalisable facets of organisational 'deal 
delivery' (i. e. the degree to which the organisation is perceived to have delivered on the 
expected employment deal) can be identified which are critical to the particular character of 
psychological contract that is formed. On this same note, a final aim of the thesis is to explore 
the theoretical and empirical viability of conceptualising normative elements of group 
members' psychological contracts both in terms of shared contract characteristics, as well as 
the degree to which common content may underpin these contracts across inter- and intra- 
organisational groups. 
1.3 HISTORICAL AND EPISTEMOLOGICAL CONTEXT 
1.3.1 Barnard's Co-operative Systems View 
Many researchers attribute the concept of psychological contract to the work of Ar`g ris 
(1960), Levinson (1962) and his colleagues. LeN inson, Price, Munden, Mandl and Sollet' 
(1962), for example, described the psychological contract as antedating the employment 
contract, denoting an interplay of implicit expectations between an employee and employer. 
1'agc 13 
Both employee and employer, they argued, tacitl\ accept the others' expectations: this 
perceived interdependency binds the parties together. 
This conceptualisation of an interdependent, mutual and 'co-operative' relationship between 
employees and their employer can be traced back to the work of Chester Barnard (1938), and 
more widely to the employee-focused Human Relations movement of the 19 COs. Barnard's 
`Cooperative Systems View' of organisational behaviour proposed that in return for 
remunerative, social and psychological incentives, employees could be persuaded to pledge 
allegiance to an organisation's goals and future. He argued that the balance of these inputs by 
both parties was crucial to the ultimate success of the organisation. 
Barnard (1938: 141) suggested that an organisation could secure the employee efforts 
necessary to its success by either providing objective inducements and/or `changing states of 
mind'. The provision of objective inducements, he argued, may involve: material recompense 
(e. g. financial remuneration); personal non-material opportunity (e. g. the investment of status 
or power); communion (e. g. social support, comradeship); enlarged participation (i. e. 
involvement in the organisation's management); fulfilment of personal ideals; associational 
attractiveness (i. e. projecting an image attractive to employees); and desirable physical 
conditions (i. e. a habitable working environment). These propositions echo much of the 
contemporary psychological contract literature, outlining as they do the varied terms which 
employees have come to see as representing the organisation's side of the expected 
employment `deal' (Rousseau, 1995; Rousseau and McLean Parks, 1993). 
Barnard (1938: 230) described the critical function of the executive (or management) as one 
of "eliciting-the quantity and quality of efforts" required of organisational contributors. In 
his description of what exactly the executive can do to `elicit' effort, it is clear that the 
executive role is about managing the `exchange of utilities' (p. 240). Barnard also reminds us 
that the nature of the exchange will need to undergo continual adjustment and change due to 
changing individual requirements and states of mind (including his or her appraisal and 
reappraisal of existing exchange utilities). Again, Barnard's contentions mirror present 
definitions of the psychological contract as embodying the 'exchange relationship' which 
exists bet\\een parties, a relationship which is argued to be dynamic and not static in nature, 
open to negotiation and renegotiation over time (Herriot, Hirsh and Reilly, 1998, Herriot and 
Pemberton, 1995; 1996a). Ho\\ e\ er. \\ here Barnards focus ww as unequivocally placed on the 
employee and hisiher changing needs and wants, contemporary research is concerned more 
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w ith the changing economic and business environment and the implications that this 
instability may have for the exchange relationship. 
1.3.2 The Changing Nature of Work: a Shift from Industrial to Employment Relations 
The upsurge in technology vtihich took place from the 1930s-1950s across Europe led to a call 
for new theories to assist in the implementation of new technologies %ti ithin the orkplace. 
Organisations, rather than being seen as 'closed' and removed from the outside orld. began 
to be regarded as `open' and interactive with external factors. Work by. for example. Fiedler. 
(1978), Katz and Kahn (1978), Lawrence and Lorsch (1967,1969) and McGregor (1960), led 
to a realisation that numerous processes and influences are in play simultaneousl> within any 
organisation. The restrictive, prescriptive approaches of scientific management and human 
relations were superseded by the proposition that that all organisational factors are contingent 
upon other internal and external factors within a flexible, shifting environment. 
It was within the context of this more open view of organisations as interdependent 'systems' 
that another major transition in organisational behaviour began to gain pace. During the 
1980s and 1990s, countries of the industrialised West saw huge shifts in the world and in their 
local economies. The wide-ranging impacts of. new technology, the decline of manufacturing 
and increase in service industries; the globalisation and diversification of the workforce; and 
the increase in international competition, all put pressure on Western organisations to change 
in order to survive, with fundamental implications for the employment relationship. 
The social contract in the UK used to be typified by the working `relationship' between the 
workforce and employers (embodied in the old deal of a 'job for life'), comprising 
promotional prospects in exchange for commitment, loyalty and conformity (Herriot and 
Pemberton, 1995; 1996a; Hiltrop, 1995; Howard, 1995), all existent within the . ti ider context 
of social `settlements' and communities. This social contract has given way in more recent 
years to the `self-help' ethic, with the notion of community abandoned in a rush for self- 
advancement and self-protection (Millward and Herriot, 1999). The knock-on effect of this 
societal shift for the world of work is that the social contract typified by the job for life has 
been replaced in part vv ith the psychological contract. The psychological contract denotes and 
interface hemeen individual employees and employing organisations. comprising a 
potentially infinite number of expectations for each of the parties concerned. 
The shift from a social to an individual level of contracting has been linked ýN ith the change 
from industrial relations (and union involvement in negotiating the terns of the e\changc 
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relationship on behalf of the employee) to employment relations (and the growth of human 
resource management practices in representing the organisation's side of the employment 
deal). This change is particularly marked in the UK over the past two decades. In 1979,55% 
of all employees in the UK were union members. In 1995. whilst 47% of all employees were 
estimated to work within unionised environments, actual union membership had dropped to 
under 30% (DfEE, 1999). Reasons for this sea change in the employment relationship and the 
consequent shift of power relations are several and, in the UK, include: 
" Three consecutive terms of a government committed to legally limiting the po«er of 
unions across all industries in the pursuit of a free labour market, in addition to a decision 
to `opt out' of EU legislation protecting the employment and social rights of workers; 
0A fall in the number of jobs in manufacturing industries (where union membership had 
traditionally been high) and proportional increase in the number of jobs in the service 
sector; 
"A fall in traditional full-time employment and an increase in part-time and temporary 
working patterns, partly as a result of the increasing diversity of the workforce (with 
females and ethnic minorities taking up a significant proportion of these `contracted' 
jobs); 
" An increase in the proportion of the workforce employed by small companies, where 
union influence is limited. 
Guest and Conway (1997), in a survey of 1,000 employees in the UK, reported that the old 
assumptions underpinning traditional industrial relations appear to be a thing of the past. " 
(p. 3). According to their findings, although employment relations are not always rated very 
highly (39% of their sample rated them as only fair or poor), few employees appear to think in 
traditional terms of `management versus workers'. To underline this, while 62% of the 
sample felt that management and employees were `on the same side', only 18% disagreed and 
claimed they were on different sides. This, Guest and Conway argue, suggests that "sectional 
interests are of declining importance in industry as a whole... within the context of the more 
individualised employment relations of the 1990s. " (p. 3). 
Guest (1998b) has suggested that the concept of psychological contract may well serve as a 
useful framework around which to organise thinking and research, as collective working 
arrangements decline and indi\ idualised employment relationships grow. This shift, he 
argues, and the "related inequality in power relationships" (p. 663) requires a neýN language, of 
which the concept of psychological contract may form part. 
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1.3.3 The Contemporary Relevance of Psychological Contracts 
The contemporary relevance of the psychological contract concept, then, is plain. As 
documented by, for example, Herriot and Anderson (1997), Herriot and Pemberton (1995) and 
Howard (1995), the nature of the workplace is changing fast. Along with observable, 
economically-driven changes to the world of work, psychological contracts based on 
traditional social contracts between individuals and employers are becoming obsolete. As 
unionised arrangements wane, the individual is expected to accept responsibility for his/her 
own career and future, within an insecure employment context, typified by mergers, buyouts 
and lay-offs. Anderson and Schalk (1998) and Hartley, Jackson, Klandenmans and Van 
Vuuren (1995) note that perhaps the most significant impact of this for the employee has been 
"the simultaneous loss of job security coupled with increasing demands from employers for 
them to be more flexible, innovative, and willing to contribute to the organization `above and 
beyond the letter' of their formal job descriptions or contracts of employment. " (Anderson 
and Schalk, 1998: 642). Attempts to ascertain the impact of such changes, have led to a 
renewed interest in the notion of psychological contract as a potential explicator or framework 
within which to discuss changes ui employment relations. A modified version of Anderson 
and Schalk's (1998) explanatory account of the recent growth in psychological contract 
research appears in Figure 1.1, below: 
Figure 1.1: Anderson and Schalk's (1998) suggested factors influencing the growth in 
psychological contract research 
ENVIRONMENTAL- AND 
ORGANISATIONAL-LEVEL FACTORS 
INDIVIDUAL-LEVEL FACTORS 
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Many researchers (e. g. Arnold, 1996; Guest, 1998b; Rousseau, 1995: 1998: Rousseau and 
Tjoriwala, 1998) have advocated the potential utility and value of the ps\chological contract 
concept in aiding organisational and employee research into the changing nature of work. 
Whilst the concept's descriptive and explanatory power has become knell-established over the 
past 10-15 years, as Anderson and Schalk (1998) note, "there is still much to be done and a 
multitude of important themes.. . to 
further explore" (p. 644). Particular areas which require 
further exploration and study, they suggest, include issues of: 
" Conceptualisation, particularly as regards the concept's rapidly increasing popularity and 
the potential danger which this brings of its dilution as a scientific construct (Arnold. 
1996; Guest, 1998b); 
" Measurement, in terms of the diversity of assessment approaches v hich have thus far 
been adopted in the field, and the continued need for rigorous, objective research, 
combining quantitative and qualitative methods (Rousseau and Tijoriwala, 1998); 
" Assessment of the added value of the construct, over and above explanations of 
organisational behaviour made on the basis of other theories or constructs (Guest, 1996; 
1998b; Porter, Pearce, Tripoli and Lewis, 1998); 
" Dynamic change in psychological contracts, i. e. how contracts develop and change over 
time, in terms of negotiation, renegotiation and exit (Herriot and Pemberton, 1996a; 1997; 
Schalk and Freese, 1997) depending on individual and organisational contributions to the 
exchange relationship. 
The following section describes how these issues will be addressed within the current thesis. 
1.4 THESIS STRUCTURE 
1.4.1 Chapter 2- Psychological Contracts - the State of the Art 
Chapter 2 introduces the psychological contract construct, discussing further its roots in 
Barnard's (1938) 'Co-operative Systems' approach, outlining the theoretical bases of the 
construct and its relationship vti ith other workplace constructs. The chapter discusses areas of 
contention and agreement ww ithin the context of the various conceptual frame\ýorks adopted b\ 
researchers. It is argued that while the last 10-15 ears ha\e seen a -health of research into the 
ps\ chological contract, a number of issues and problems remain to be addressed before the 
theoretical potential of the construct may be fully realised. 
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1.4.2 Chapter 3- Modelling Predictors of the Exchange Relationship: An Introduction 
and Review 
Chapter 3 presents the theoretical basis of the thesis. The first section discusses various 
attempts to assess the psychological contract, and proposes that it is possible for the construct 
to be conceptualised and quantified in terms which can reflect the complexity and dynamic 
nature of the contracting process. The second section emphasises the importance of employ ee 
expectations and the perceived degree to which the organisation is able to deliver on these 
expectations (or the employment `deal') as influencing the terms of the exchange relationship 
as perceived by the individual. The third section concerns the relative importance of 
individual predispositions towards work, based on social and personal identity characteristics. 
in predicting the terms on which the exchange relationship is formed. The final section of the 
chapter aims to draw together these elements within a cohesive framework, designed to assess 
the relative impact of organisational perceptions and individual predispositions on the terms 
of the exchange relationship. Within the context of this model, the possibility of describing 
normative, shared elements of the psychological contract is introduced. 
1.4.3 Chapter 4- Methodological Issues 
From a methodological viewpoint, the psychological contract research field is undoubtedly an 
eclectic one, advocating a range of both qualitative and quantitative approaches to 
investigation of employee and also employer perspectives on contractual relations. Chapter 4 
reviews these approaches, which variously focus on content (the individual and combined 
'terms' which describe the psychological contract), features (external referents against which 
an individual's or group's contract may be compared) and evaluations (individuals' 
comparative judgements, setting actual experience against an existing psychological contract). 
Following this, the empirical stance of the current work is presented. 
1.4.4 Chapter 5- The Psychological Contract Scale: A Valid and Useful Instrument? 
Chapter 5 explores the validity and utility of the bi-factorial structure of the Psychological 
Contract Scale (as originally proposed by Millward and Hopkins, 1998). Across 
organisational samples. a four-, rather than two-factor solution is found to best represent the 
underlying structure of the instrument, as follows: 
" Contract focus (the degree to which an individual is restricted by, or NOling to go beyond, 
the terns dictated by their employment contract); 
" Perceived cquity (in terms of the organisation's behaN lour towards its employees): 
" E. tpertations for protcl. ý. ýioaicil del elopment (from \ýithin the employ ing organisation): 
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" Expected time frame (the expected tenure of the employment relationship). 
These dimensions are demonstrated to have factorial independence. and to add value over and 
above existing workplace constructs such as organisational commitment and job involvement. 
In addition, the four-factor model predicts intention to leave, actual turno,, er and absenteeism. 
thus demonstrating its potential as a performance predictor. Chapter 5 concludes that, via the 
four-factor model of the PCS, the psychological contract may indeed be quantified in terms 
which are able to reflect the complexity and dynamic nature of the contracting process. 
1.4.5 Chapter 6- Quantifying Organisational Delivery of the Deal 
According to the research literature, the degree to which an organisation is perceived to ha" e 
fulfilled expectations and kept to obligations and promises has a significant impact on the 
exchange relationship (Guest, 1998b; Guzzo, Noonan and Elron, 1994, Wanous, Poland, 
Premack and Davis, 1992). Chapter 6 reports on work assessing the impact on the 
psychological contract of the degree to which the organisation is seen to have delivered on the 
expected employment `deal'. A measure of `deal delivery' is developed, piloted and validated 
across a range of organisational samples, drawing equally on the organisational obligations 
and on the culture and climate literature. This measure demonstrates that employees' 
perceptions of the degree to which their employing organisation has delivered on the expected 
employment deal has a significant impact on their psychological contracts. In addition, the 
measure provides evidence that, when individual results are aggregated (to represent a 
`normative' or shared contract), the relative importance of different elements of deal delivery 
in predicting the terms of employees' psychological contracts can be determined. 
1.4.6 Chapter 7- The Influence of Work-Based Self-Concept on the Perceived Terms of 
the Exchange Relationship 
Individual factors have been argued to influence the ways in which employees interface ýý ith 
an employer, and thus the exchange relationship that develops between the parties (Guest and 
Conway, 1997, Rousseau, 1995; SparroNti , 
1996a; 1996b). Chapter 7 in-Vestigates the 
relevance of individual factors using the concept of personal and social \Nork-based identities, 
i. e. the `work-based self-concept'. informed by the social identity approach (Tajfel and 
Turner, 1985). Factors such as general ýNork values, degree of professional/occupational 
identification, and social group memberships are addressed within a composite instrument, 
validated across several organisational samples. This instrument demonstrates the 
significance of self-perceptions in predicting the terms of the exchange relationship. 
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1.4.7 Chapter 8- Modelling Predictors of the Exchange Relationship 
Chapter 8 presents various content models of the psychological contract. and of the 
contracting process which have been proposed in the literature. This evolves into the 
formulation of a model which is then tested in an effort to identify the relutive contribution 
made by self- and organisational perceptions to the perceived terms of the exchange 
relationship. The results identify critical contract-predictive elements of work-based self- 
concept and perceptions of organisational deal delivery specific to each organisational sample. 
In addition, results suggest that the basic source of predictors (i. e. self- or organisational 
perceptions) of each element of the contract are common across organisational samples. The 
implications of this finding for conceptualisation and management of the psychological 
contract are discussed. 
1.4.8 Chapter 9- Looking to the Future - Implications, Improvements and Further 
Research 
The final chapter summarises the research findings presented in Chapters 6-8, and integrates 
some of the theoretical and practical implications arising from this research. Theoretical and 
methodological shortcomings are discussed in depth. Further research efforts now in 
progress, or in the planning phase, are outlined. The chapter and thesis conclude with the 
proposition that many constructs beloved of Organisational Behaviour research are focused on 
understanding how to alter the `inputs' of an individual to the organisation, in ways which 
optimise their performance. The difference with the psychological contract, it is argued, is that 
it has the potential to be conceptualised and applied in a genuinely two-way fashion, taking 
into consideration the wants and offers of both individual and organisation (Herriot, Hirsh & 
Reilly, 1998) in the way originally envisaged by Barnard in 1938. The discussion proposes 
that it is in this capacity that the unique contribution of the construct may lie. It is 
recommended that such a conceptualisation becomes central to future research efforts. 
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CHAPTER 2 
PSYCHOLOGICAL CONTRACTS - THE STATE OF THE ART 
2.1 HISTORICAL AND CONTEMPORARY DEFINITIONS 
Chapter 1 has shown how and why the psychological contract construct has attracted 
significant interest over the past 15 years as a potential explicator of the changing employment 
relationship evident in today's workplace. It was noted how the concept could be said to be 
rooted in the work of Barnard (1938), who developed a `Cooperative Systems Vie' of 
organisational behaviour (very much in line with the employee-focused Human Relations 
movement of the time). He argued that the "natural cooperation" inherent in human nature 
was largely responsible for the success or failure of business ventures. Barnard argued that an 
investment or input by both employee and employer was crucial to an organisation's success. 
In return for good treatment, he suggested, employees could be persuaded to `pledge 
allegiance' to a common organisational goal or purpose, placing this above all else within 
organisational life, which would ultimately lead to increased productivity at work. Barnard 
(1938: 139) argued that "the individual is always the basic strategic factor in organisations. 
Regardless of his history or his obligations he must be induced to cooperage or there will be 
no co-operation... inadequate incentives mean dissolution". 
Barnard's (1938) thesis is based on a conceptualisation of the organisation as "a system of co- 
operation" (p. 3), whose survival depends on individual 'co-operative' contributions. These 
contributions, he argues, are not automatically presented by employees, instead, the 
organisation has to actively `elicit' them. Whilst organisational effectiveness is defined as the 
extent to which the organisation achieves its goals, this depends, he says, very heavily on 
organisational efficiency. Efficiency in turn can only be ensured to the extent that individual 
motives are satisfied. The test of efficiency then is the ability to "elicit sufficient individual 
wills to co-operate" (Barnard, 1938: 60). Without co-operation, the organisation ýti ill fail in its 
purpose. Whilst now over 60 years old, it remains that such a conceptual isation. of mutualit`. 
reciprocity and co-operation as the mainstay of organisational life, forms the backbone of 
much contemporary psychological contract research. 
Recentl\ 
, 
Rousseau (1995) differentiated the notion of the psychological contract from those 
of normativ e, social and implied contracts, arguing that the psychological contract represents 
an indil'icdu al-level phenomenon concerning beliefs of organisational employees "regarding 
promises made, accepted and relied on bet\ýeen themselves and another [part}]" (p. 9). 
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Normative contracts, she argued, may be regarded as. shared or aggregated beliefs regarding 
the exchange relationship bet'keen group members and another party. Social Contracts, 
Rousseau (1995) suggested, represent even broader, societalicultural shared belief systems 
regarding obligations between two parties. Finally, she defined implied contracts as 
interpretations made by external third parties regarding the terms of am two-part) contract. 
Within the specific context of organisations, Rousseau (1995: 9) went on to describe the key 
feature of the psychological contract as describing the terms of an exchange agreement 
between an individual and their employing organisation. She argued that such a contract is 
likely to involve perceptions of rights, obligations and expectations on the part of both parties. 
is likely to be based on perceptions of mutuality (whether or not a common understanding 
actually exists between the parties), and of reciprocity (in that exchange between the parties 
forms a key expectation). Other definitions have included the following: 
"An implicit contract between individual and organisation which specifies what each expects 
to give and receive from each other in their relationship. " (Kotter, 1973: 92) 
"An unwritten set of expectations operating at all times between every member of an 
organisation and the various managers and others in that organisation. " (Schein, 1980, cited 
in Nicholson and Johns, 1985: 398) 
"Individual beliefs in reciprocal obligations between employees and employers. " 
(Rousseau, 1990b: 389) 
"The perceptions of both parties to the employment relationship, organisation and individual, 
of the obligations implied in that relationship. " (Herriot and Pemberton. 1997: 45) 
The concept of psychological contract, then, is concerned with the ways in which employees 
and organisations interface with each other in terms of the 'unwritten expectations' (Schein, 
1980) inherent in the exchange process which frames the working relationship betNNeen 
employee and employer. 
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2.2 ADDING VALLE TO OUR UNDERSTANDING OF ORGANISATIONAL BEHAVIOUR 
2.2.1 Links with Existing Theory 
Despite the apparent utility of the psychological contract concept as a descriptor and 
explicator of the changing relationship between employees and employers under the terms of 
the flexible new deal' (Herriot and Pemberton. 1995). its theoretical underpinnings remain 
insubstantial. Pritchard (1969) discussed the notion of psychological contract \kithin the 
context of equity theory, closely related to social exchange theoryy, (Adams, 1963.1965, 
Homans, 1961). It is established theoretical perspectives such as these that seem at first 
glance to be most pertinent to our understanding of the psychological contract. Adams (1965) 
conceptualises social exchange theory in terms of the individual evaluation of inputs (from the 
employee) and outcomes (in the work context, usually rewards deriving from the emplo` er). 
He also differentiates between the process of social exchange and economic exchange, both of 
which he argues are likely to be present within perceptions of equity or inequity. The 
difference between the notions of economic and social exchange derives not from the 
presence or absence of financial incentives (as might be suggested by the term `economic'), 
but concerns the extent to which each process is specific and formal. It is argued that 
economic exchanges are generally formal and specific, associated with quantifiable costs and 
benefits and may be formalised via legal or other forms of explicit contractual agreement. 
Social exchanges, however, are more complex and esoteric, informal and assumed, involving 
inputs and outcomes that may be just as critical to the individual but which are more difficult 
to externalise and make explicit. 
Recent changes in the workplace have seen an increase in the `contracting' and `outsourcing' 
of staff in order to reduce costs and protect profits. It may be argued that this move to 
`externalisation' of employees reflects a shift by organisations away from a reliance on social 
exchange considerations to a reliance on economic exchange considerations, with employees 
taken on as calculated risks (i. e. a 'buy' employment model, after Miles and Snow, 1980) 
rather than as people with individuated needs, concerns and interests. The 'Human Resource' 
metaphor (and the lived out realit\ of Human Resource Management as a model of 
employment relations) is a prime example of how employees are construed as `resources' to 
be harnessed in pursuit of economic ends. 
Building on the t\N in notions of social and economic exchange, which propose that each party 
must be percei\ ed to obtain approximatel-N equal absolute benefits from the exchange process 
(Makin, Cooper and Cox, 1996), equity theory introduces the idea of comparison not against 
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absolute parity, but against relevant external referents (i. e. employees' perceptions of hoN% 
fairly they have been treated in comparison with the treatment of others). In addition, the 
theory encompasses the notion of -investment' in addition to input. ý%hich may include less 
quantifiable contributions to the exchange relationship (such as v ork undertaken and effort 
expended), including for example, length of service, experience, education, IeNel of training. 
and skills offered. These investments are clearly more closely linked to the notion of social. 
rather than economic, exchange in that they are inherently difficult to quantify and are %er 
open to differences in perception by employees and their employing organisation. These 
perceptual differences may ultimately lead to judgements of inequity on the part of an 
employee, which may not be shared by the employer. Linking back to the notion of 
psychological contracts, this judgement may lead to a perceived breach in the contract, of 
which the employer remains unaware, but which may have significant implications for 
employee behaviour (as reported by, for example, Greenberg, 1990). 
Expectancy theories represent another established set of motivational theories closely related 
to the notion of psychological contract, based on the precept that employees are influenced bey 
the expected results of their actions. Vroom (1964), Porter and Lawler (1968), Lawler (1973) 
and Porter, Lawler and Hackman (1975) have all presented decision-based models which 
contend that individual work performance depends on the perceived expectation regarding 
effort expended and achievement of the desired outcome. Mullins (1993) presents the 
example of the desire and drive for promotion in an employee only leading to high 
performance if that employee holds a strong expectation that this will lead to promotion. If, 
however, the employee believes promotion within the employing organisation is based solely 
on age and/or length of service, then s/he is unlikely to be motivated to achieve the goal 
through high performance. An employee's behaviour, then, can be argued to reflect a 
conscious choice between alternative behaviours. This choice is based on comparative 
evaluation which reflects the employee's perceptions, beliefs and attitudes about the 
organisation, with the actual choice of behaviour based on the expectancy of the most 
favourable consequences. 
Linking expectancy and equity theories to the notion of psychological contracts, several 
similarities appear. 
" Firstly, psychological contracts are argued to comprise idiosyncratic perceptions of ýý, hat 
the organisation has to offer, NN ith expectations of the organisation based on these 
perceptions: 
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0 Secondly. psychological contracts are based on the notion of exchange and reciprocit\ 
between parties, in that employees expect to receive equitable re%kards for their efforts at. 
and investment in, work; 
" Thirdly, psychological contracts are by their nature, implicit and unstated, representing an 
internal model of beliefs and expectations regarding the exchange relationship. 
0 Fourthly, whilst an individual's psychological contract forms an internal representation of 
the relationship with another party, this nevertheless has clear and definite external 
behavioural consequences for the individual's performance at work. 
2.2.2 Relationship with other Workplace Constructs 
Arnold (1996) has argued that if the psychological contract construct is to be of use, then it 
needs to be systematically differentiated (conceptually and empirically) from closely related 
constructs like commitment. Many of the pet constructs researched by organisational 
psychologists report alarmingly strong relationships with supposedly conceptually and 
empirically distinct concepts (e. g. organisational commitment, job satisfaction, job 
involvement, etc. ). Many conflated relationships are believed to exist due to common method 
variance and other methodological and statistical biases. It is possible, however, that such 
relationships are reality-based; that is, they are descriptive of the complex and interdependent 
nature of workplace reactions. It is with these caveats in mind that we can examine the 
relationships found between the psychological contract and other measures of workplace 
perception and reaction, thereby attempting to identify or clarify what is distinct about the 
psychological contract. 
It might be argued that the psychological contract as a cognitive-perceptual construct holds 
little explanatory or predictive significance over and above the concept of organisational 
commitment (e. g. Somers, 1995). Argyle (1989), citing Etzioni (1961), proposed that 
commitment can be thought of in two ways: calculative and affective commitment. 
Calculative commitment corresponds to Etzioni's notion of 'utilitarian exchange', signalling 
an instrumental attachment to an organisation (incidentalb, linked to Adams'. 1965. definition 
of economic exchange, discussed in Section 2.2.1, above), \\hilst affective commitment 
corresponds to Etzioni's notion of 'moral involvement', signalling a non-instrumental 
'emotional' attachment to the organisation through internalising its values (linked to Adams' 
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description of social exchange). This conceptualisation of commitment echoes with the idea of 
a `transactional' (i. e. calculative) and 'relational' (i. e. affective) organisational orientation. 
Likewise, Becker's (1960) `side-bet' behavioural theory of commitment pictures an 
individual bound to the organisation through instrumental interests (e. g. salary. benefits, 
seniority/status) (also underpinning the work of McGee & Ford, 1987) indicating, perhaps, a 
kind of transactional organisational orientation. Likewise, the affectiv e'attitudinal % ic\\ of 
commitment parallels the idea of a relational organisational orientation insofar as it is defined 
as "the strength of an individual's identification and involvement with an organisation" 
(Porter, Steers, Mowday & Boullian, 1974: 12; see also Mowday, Steers and Porter, 1979). It 
might be argued, then, that the psychological contract is merely another way of 
operationalising organisational commitment. 
Unlike the psychological contract, however, organisational commitment is construed to 
comprise employee attitudes towards an entire organisation, rather than specific aspects or 
facets of that organisation. As such, the commitment construct is believed to be less 
influenced by daily events (Angle & Perry, 1981; Dipboye, Smith and Howell, 1994), and to 
be more indicative of a relatively stable employee attribute (Porter, Steers, Mowday and 
Boullian, 1974; Koch & Steers, 1978). However, the conceptual and empirical overlap 
between the two models is difficult to ascertain from the existing literature. The concept of 
organisational commitment used by contemporary researchers is anchored one-sidedly in the 
affective/attitudinal tradition of Porter et al (1974). 
As pointed out by Rousseau (1995), the concept of the psychological contract is most 
definitely tied to that of organisational commitment; however, it does not address beliefs 
about reciprocity and obligation. Together, findings show that, even as a cognitive-perceptual 
employee-only construct, the psychological contract explains substantially more variance than 
either organisational or job commitment, in outcome behaviours such as extra-role activity, 
intention to stay or leave, and absenteeism (Coyle-Shapiro & Kessler, 1998; MillAard & 
Hopkins, 1998; Millward & BreýNerton, in revietii' a). The added value of the ps}chological 
contract construct as an explanatory tool is also illustrated by evidence demonstrating its 
fundamentally twwo-%Nav, as opposed to one-way, character. Whereas organisational 
commitment pertains to the degree of emotional investment in, and identification ýN ith, an 
organisation and its goals, the psychological contract can be said to operate in a more multi- 
faceted and d\ namic fashion. Organisational commitment can thus be said to denote an 
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`input' or `outcome', whereas the psychological contract distinctly denotes a 'relationship of 
exchange' (Miliward & Hopkins, 1998: Millward & Herriot. 1999). 
A series of studies have consistently reported significant correlational and regressional 
relationships between measures of the psychological contract and job or organisational 
satisfaction, including Coyle-Shapiro and Kessler (1998) and Guest and Con-ýN a, (1997). On 
examining the magnitude of relationship between satisfaction and measures of the 
psychological contract in these studies (which is invariably high, i. e. above r=0. S). it could be 
argued that self-reported elements of the exchange relationship with their employ er may 
simply reflect individuals' general satisfaction with their job or wý ith the employing 
organisation. 
Porter, Pearce, Tripoli and Lewis (1998) undertook a study examining the effect of the 'gap' 
between employees' and employers' perceptions of a range of expected elements of 'deal 
delivery' or employee inducements (e. g. autonomy, job security, rewards, meaningful work, 
recognition, personal development opportunities, etc. ). These researchers were aware of the 
allegation that much previous research in the psychological contract field could have resulted 
from the confounding influence of generalised job satisfaction, as an artefact of self-report 
response-response correlations. However, these researchers found that the gap in perceptions 
between the parties was able to account for employees' satisfaction with the organisation, 
above and beyond their general levels of job satisfaction. They argued that since this finding 
could not be explained as a result of response-response correlations, that the empirical 
independence and utility of the psychological contract concept had been demonstrated. This 
suggestion was echoed in Anderson and Schalk's (1998) retrospective review of the current 
status of psychological contract research, in their endorsement of the value added nature of the 
psychological contract construct over and above existing measures of workplace reaction such 
as organ isational commitment and job satisfaction. 
The potential relationship between the psychological contract and concepts such as 
organisational culture are largely reliant on the way in which these concepts are 
conceptualised and measured. Rousseau (1995) has noted how psychological contracts are 
informed by social contracts in the form of particular cultural norms and values (e. g. 
assumptions of good faith, fair dealing and trust). In short, she says that the psychological 
contract is a product of culture not a cause, and to this extent ýti ill reflect it wN ithout being 
sy nonv mous \ý ith it. Other researchers have also attempted to I ink the ps,, chological contract 
and organisational culture constructs (e. g. Borrill and Kidd, 1994 Stiles. Grafton, Truss, 
ý ý, l ýl 2ý 
Hope-Halley and McGovern, 1996). \ icholson and Johns (1985) suggest that since the 
psychological contract is said to emerge from employee interaction and communication. it 
thereby effectively dictates hove culture is 'acted out' at the behavioural level of analysis. The 
researchers go on to discuss the transmission of culture through the social contc\t. reinforcing 
the social order of the organisation via this medium and leading to formation of an appropriate 
psychological contract. 
Wanous et al (1992) undertook a comprehensive meta-analysis of the inet expectation., 
literature (containing research very closely related in focus to the notion of psychological 
contracts with their component elements of met, and unmet, expectations) NN ith a view to 
clarifying relationships between specific met/unmet expectations and various work-related 
outcomes such as commitment, satisfaction, intent to remain, job performance and job 
survival. The researchers were able to combine findings from a total of 31 studies with an 
overall sample size of over 17,000 employees. They reported significant correlations of met 
expectations with job satisfaction, organisational commitment, intent to leave, job survival 
and job performance. Irving and Meyer (1994) responded to Wanous et al's (1992) work v, ith 
criticisms of some of the methodologies used in studies included in their meta-analysis. By 
constructing various multiple regression formulae, Irving and Meyer (1994) found some 
support for the met expectations hypothesis advocated by Wanous et al (1992), but the most 
significant support was found for a model stating that the most important predictors of 
satisfaction, commitment, performance and intent to leave were positive work experiences 
following the recruitment phase regardless of previously-held expectations. This finding may 
have implications for psychological contract research in that external variables such as age, 
gender, experience, etc, may indeed be highly predictive of contractual orientation/ 
perceptions of violation, etc. 
2.3 CURRENT CONCEPTUALISATIONS: CONTROVERSY 
. AND 
CONSENSUS 
2.3.1 A contemporary view 
The above discussion has shoNN n how the concept of psychological contract may be related to 
existing theories and workplace constructs, while still retaining value independent from these 
ideas and concepts. Ho\\e\er, the psychological contract literature remains diverse and 
un\N ieldy in focus, reflecting the differing conceptualisations, definitions and 
operationalisations that have been proposed over the past 15 years. A significant proportion 
of research into the concept has deri\ ed from the \sork of Denise Rousseau and her colleague, 
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(e. g. Robinson, Kraatz and Rousseau, 1990: Robinson and Rousseau, 1994: Rousseau. 1989. - 
1990b; 1995; Rousseau and McLean Parks. 1993: Rousseau and Tijoriwala, 1996). This kork 
has generated significant interest both from within the US and Europe, but for man) years 
remained effectively unchallenged, with Rousseau's conceptualisation and definition of 
psychological contract forming the focus of many subsequent research efforts (e. g. Robinson. 
1996; McLean Parks and Kidder, 1994: McLean Parks, Kidder and Gallagher, 1998). 
However, within the past five years, a small but significant number of European researchers 
have begun to question some of the tenets and underpinnings that have driven US research 
(most notably Arnold, 1996; and Guest 1998a; 1998b; as well as Millard and Brewerton, 
2000, and Millward and Herriot, 1999). Other researchers have adopted differing 
perspectives, focusing less on the content, and more on the external process, of psychological 
contracting, most particularly Peter Herriot and his colleagues (e. g. Herriot and Pemberton, 
1996a; 1997; and Herriot, Hirsh and Reilly, 1998). Such alternative approaches, together vý, ith 
calls for increased clarity in the definition and use of the psychological contract concept has 
led to some recent heated debates as to its most appropriate uses and applications [see for 
example, Guest (1998b: 1998c) and Rousseau (1998)]. 
Guest's (1998b) principal assertion, relating to the entire psychological contract research field, 
is that existing definitions of the concept suggest that "the psychological contract may be 
about perceptions, expectations, beliefs, promises or obligations. " (p. 651). He argues that this 
is problematic for researchers and has partly resulted in the increasingly diverse foci adopted 
in the literature. In an earlier iteration of his paper, Guest (1997: 4) pointed out that the 
psychological contract is not a theory, nor a measure, but is instead "concerned with the 
interaction between one specific and another nebulous party" which resides in the "interaction 
rather than in the individual or the organisation. " The result, he contends, has thus far proved 
to be "an analytic nightmare" and that this problem of analysis has dogged researchers in the 
area for some time. Arguments over theoretical substance, operationalisation and 
measurement, he suggests, have resulted in fragmentation of the research area which today 
remains largely atheoretical and has failed to produce a quantifiable and generalisable 
operationalisation of the construct. 
The folio\\ ing discussion puts forward a contemporary view of the psychological contract 
concept, based largely on the work of Rousseau and her colleagues, but also ackno\\ ledges 
recent research alternatives to this approach and their influence on current conceptualisations 
of the construct. 
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From the outset, it should be noted that Rousseau and her colleagues hale adopted a primarily 
cognitive-perceptual stance on the psychological contract concept. In the Ntords of Rousseau 
(1995: 6), "contracts are stable and enduring mental models", and accessing the 'model' used 
by people will reveal how they come to understand the employment contract as it cý oI\ es 
through experience. The notion of 'belief' is pivotal to the particular way in which Rousseau 
conceptualises and investigates the interface between employer and employee. In particular, 
this perspective holds that the psychological contract is characterised by beliefs pertaining to 
reciprocal obligations (i. e. beliefs about what each party in the relationship is 'obliged' to 
contribute to that relationship) (Rousseau, 1995: 20-22), and 'promissory exchange' (i. e. 
beliefs about the exact nature of the exchange agreement) (Rousseau, 1995: 16-18) as formed 
by individuals upon undertaking terms of employment (as also proposed by Argyris, 1960; 
Kaufman & Stern, 1988; Levinson, 1962; MacNeil, 1985; Schein, 1980). 
This cognitive-perceptual conceptualisation is not restricted to the work of Rousseau and her 
co-workers, since the notion of psychological contract necessarily involves the use of 
cognitive processes in its development, and the perceptions of each party as to its nature and 
content. However, Rousseau's assertion that psychological contracts are "stable and 
enduring" (1995: 6), is not one that is universally held. Both Schein (1980) and Kotter (1973) 
acknowledge that an individual's representation of the exchange relationship is likely to be 
open to alteration and change on an almost continuous basis. Recent work by Guest and 
Conway (1997) and Herriot and Pemberton (1995; 1996a; 1997) also suggests that the 
contract is perhaps more appropriately conceptualised as a dynamic, fluid representation of 
the exchange relationship. This is likely to be the case both during periods of both stability 
and transition, reflecting the rapidly changing nature of the contemporary economic and 
organisational landscapes. 
Secondly, the psychological contract is generally conceived as a relationship-based exchange 
agreement between two parties (Thomas and Anderson, 1998). Greenberg (1990) and 
McNeeley and Meglino (1994) put forward the idea that social exchange may be regarded as a 
global exchange between employee and employer which sees employees attempting to reduce 
perceived indebtedness to the employer via reciprocation efforts directed to the source of the 
benefits. Similarly, dra\ý ing on the work of MacNeil (1985), Rousseau (1989) argues that the 
employment contract signals far more than simple economic forms of exchange (i. e. market- 
oriented, monetar\, competiti\ e). It can also involve relationship-based agreements (or . social 
exchange processes) \Ohich denote the commitment of parties to maintaining the relationship 
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(i. e. to stay together, continuing employment) providing some form of exchange (such as 
loyalty and hard work) on indefinite terms. Where interactions occur over time, and continued 
interaction is expected, beliefs about what is owed can arise from overt promises and other 
more implicit factors (e. g. assumptions of fairness and of good faith). In addition, the level of 
delivery on promises and obligations, both implied and overt, ma" be perceived by employees 
as an indication of the extent to which the organisation values employees' general 
contributions and cares for their well-being (Eisenberger, Fasolo and Davis-LaMastro. 1990). 
Such relationship-based exchange agreements can be argued to compensate for the inability to 
draw up economic contracts of sufficient coverage and scope to frame the employment 
relationship over the long term. The more taken for granted the 'considerations' exchanged. 
the greater the potential for personal idiosyncrasies in the way the employment contract is 
interpreted and enacted (Rousseau, 1989: 124) - i. e. people "fill in the blanks... in somewhat 
unpredictable ways" (Rousseau, 1995: 1). 
Thirdly, it is important to point out that within Rousseau's (1989; 1995) conceptualisation of 
the construct, the psychological contract is held unilaterally bi' the employee: "individuals 
have psychological contracts, organisations do not" (Rousseau, 1989: 126). The organisation, 
argues Rousseau (1995), merely provides the context for the creation of psychological 
contracts. However, psychological contracts can also be shared. Whilst individual contract 
holders may rely on their own experience to understand the contract, group members may 
-share' a contract and to this extent can develop a reality about it. To this extent, 
psychological contracts become `normative' where members "identify themselves in similar 
ways with it" and believe they are party to the same contract (e. g. part-timers) (Rousseau, 
1995: 10-1 1). Normative contracts can create pressures to adhere to commitments (e. g. in 
`absence cultures' which denote entitlement to use up sick leave) (Nicholson and Johns, 
1985), and thus create a degree of homogeneity in values and behaviours (which then become 
self-perpetuating through selection, adaptation and attrition processes) (Herriot, 1989). 
I low ever, Rousseau's assertion that psychological contracts are inherently single-sided is 
controversial as other researchers have been keen to point out the critical role of the 
organisation in the development and maintenance of the psychological contract (e. g. Coyle- 
Shapiro and Kessler, 1998: Guest, 1998b; Herriot, Manning and Kidd, 1997: Herriot and 
Pemberton. 1996a; 1997; Thomas and Anderson, 1998). These researchers maintain that it is 
critical to address the or`ganisation's perspective on the exchange agreement. Without this. 
they argue, the 'contract' becomes a misnomer since it fails to integrate the two sides of an 
agreement. thereby rendering the construct one-sided and difficult to reconcile with its 
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assumed characteristics of reciprocit\ and mutualit} bet«een employees and employer. 
Herriot and Pemberton's (1996a; 1997) process model of psychological contracting 
emphasises the importance of both individual and organisational needs and ýNants in the 
development of a negotiated exchange agreement between the parties. Rousseau (1989,11995) 
has consistently argued against the exploration of the organisational side of the exchange 
relationship due to: problems with agency (i. e. the difficulty of which organisational agent(s) 
to select as best representing the interests, wants and needs of the employer): and in her 
defence of the argument that the psychological contract phenomenon is, by definition, located 
within the perceptions and beliefs of the individual. This argument remains controversial and, 
as yet, unresolved. 
So, work over the last 15 years has attempted to define and conceptualise the psychological 
contract concept. Much US research, largely deriving from the work of Rousseau and her 
colleagues, as noted above, has focused on the concept as an individual-level, cognitive- 
perceptual entity comprising exchange agreements between organisation and employee. 
Whilst recent work by Guest, Herriot and their respective co-workers has questioned some of 
the tenets of Rousseau's approach (particularly in terms of the single-sided view of the 
concept and with regard to its use as a distinct entity as opposed to a process of contracting), 
the principle of the concept as an implicit exchange agreement 'within the head' of an 
employee remains at the centre of contemporary work. 
2.3.2 Content- and Feature-Oriented Approaches 
Content-oriented investigation of the psychological contract concept addresses the terms of 
reciprocal obligations that characterise each individual's psychological contract (Rousseau 
and Tijoriwala, 1998). Feature-oriented approaches attempt to define a generalisable 
framework of terms against which an individual's psychological contract may be set. Such 
approaches have taken a variety of forms, exploring the employee's representation of the 
contract (e. g. Barksdale and Renn, in press; Hutton and Cummins, 1997), the employer's 
conceptualisation of the contract (e. g. Ho and Ang, 1997). and both parties' vies on the 
contract (e. g. Herriot, Manning and Kidd, 1997; Porter, Pearce, Tripoli and Lewis, 1998). 
Contract differences across groups have also been examined using this approach. including 
differences across organisational positions (Herriot and Pemberton, 1996a) organisations (e. g. 
Argyris, 1960) and national cultures (SparroxN, 1996a). 
Whilst it is clear that psychological contracts can take on a potentially infinite number of 
cogniti\ c: -perceptual forms (Rousseau, 1995: 91-97), certain contractual terms (e. g. an 
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attractive benefits package, pay tied to performance. relatkelý secure job, good opportunities 
for promotion, competitive salary ý ersus fair treatment, career development, support. open 
communication, collaborative work environment) are assumed to cluster together along 
dimensions of focus (economic. relational). inclusion (scope and flexibility), time-frame 
(duration of the relationship), formalisation (specification of performance requirements), and 
tangibility (implicit, explicit). At the most aggregated level, Rousseau conceptualises (and has 
also operationalised) the psychological contract in two forms, defined by the type of 
relationship perceived to predominate between employee and employer: `transactional' and 
`relational' (Robinson, Kraatz & Rousseau, 1994; Robinson & Rousseau, 1994: Rousseau, 
1990b; Rousseau, 1995; Rousseau & McLean Parks, 1993; see also Herriot, Manning & Kidd, 
1997; Millward & Hopkins, 1998; Stiles, Grafton, Truss, Hope-Hailey and McGovern, 1996). 
These two types of contractual relationship have been described as comprising the following 
`features' (Rousseau, 1995: 90-95): 
Transactional 
" Short-term monetizable exchanges; 
" Specific economic conditions as primary incentive (wage rate); 
" Limited personal involvement in job; 
" Specified time frame; 
" Commitments limited to well-specified conditions; 
" Limited flexibility; 
" Use of existing skills; 
" Unambiguous terms. 
Relational 
0 Open-ended relationship and time-frame; 
0 Considerable investment by employees (company skills, career development) and 
employers (training); 
" High degree of mutual interdependence and barriers to exit; 
" Emotional involvement as well as economic exchange; 
" Whole person relations; 
" Dynamic and subject to change; 
" Pervasive conditions (affects personal life); 
" Subjective and implicitly understood. 
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In short, the relational psychological contract can be regarded as being akin to the traditional 
working 'partnership' between employee and employer. A relational-t`pe emploNet- 
employer relationship can engender feelings of affective involý ement or attachment in the 
employee, and can commit the employer to providing more than purely remunerative support 
to the individual with investments such as training, personal and career deg elopment. and 
provision of job security. In contrast, the transactional contract denotes an attitude of 'mone,, 
comes first': employees are more concerned with remuneration and personal benefit than with 
being good `organisational citizens', or 'going the extra mile'. This type of contract may also 
include employees bending organisational rules to meet personal ends. 
Evidence from both US (Robinson, Kraatz & Rousseau, 1994) and UK research (e. g. 
Millward & Hopkins, 1998; Millward & Brewerton, in rei'ietitw, a) has confirmed the potential 
viability of the transactional and relational distinction. For example, using a 50-item bank 
derived from focus group discussion with employees, Millward & Hopkins (1998) constructed 
a 32-item scale to measure `relational' and `transactional' aspects of the contractual 
relationship. Taken together, these findings indicate the validity of considering a relational 
psychological contract that comprises a tendency towards a promissory/expectation-based 
relationship based on trust in the exchange party, a high degree of affective commitment, a 
high degree of integration and identification with the exchange partner, expectations of 
stability and long-term commitment, and a self-reported contribution to reciprocal exchange 
with the employing organisation (Rousseau, 1995). Likewise, the findings add support to the 
idea of a transactional psychological contract characterised by a short-time frame and an 
attitude of limited organisational contribution, low commitment, weak organisational 
integration/identification, attitudes of limited flexibility, and easy exit. 
This relational and transactional distinction can be argued to relate to the shift from traditional 
working partnerships to that of instrumental short-termism, thus highlighting the relationship 
between social and psychological contracts. Whilst Millward and Hopkins (1998) developed 
their relational-transactional operationalisation as a measure of individual-level psychological 
contracts, they also extended this to incorporate the notion of aggregated contracts, 
comparable across groups (in this case, across job types and working patterns), existing at a 
different level of anale sis, i. e. at the group level. Thus, Herriot and Pemberton's (1995) 
posited shift of the social contract from relational to transactional in nature can be explored in 
terms of the manifestation of this phenomenon at individual psychological level, as well as at 
an aggregated group level. 
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Rousseau (1995: 97) argues that "transactional and relational terms are basic elements in most 
employment contracts", but that hog,, long the relationship is expected to last N% ill usuall` 
differentiate contracts that are largely transactional from more relational ones. In practice. 
however, this is not quite as simple as it sounds. N1an} short-term contractual relationships 
can be highly relational (e. g. student/mentor). Also, specific performance requirements (which 
are most typical of transactional contracts) can be built into long-term contracts through 
appraisal and performance-related pay systems. Thus, transactional and relational terms are 
not mutually exclusive, although of course, extreme scenarios can be presented (e. g. 
employment agencies mostly operate with purely `transactional' contracts). Transactional type 
psychological contracts may be sought out by those who prefer low-involvement roles 
perhaps because they have investments elsewhere (e. g. family and home, activities and 
interests outside of the workplace) or because they have personal goals and agendas to fulfil 
(e. g. developing a career portfolio, the desire to simply earn some money) (Hall, 1993). 
Rousseau (1995: 104) does point out however that "over a period of time... relational elements 
can drift into the contract" that might otherwise have been purely transactional at the outset 
(e. g. contractors whose short-term contracts are continually renewed over time) (for evidence 
that this can indeed be the case, see Williamson, 1991; Millward and Brewerton, 1999). 
Researchers such as Arnold (1996) have pointed out that in order for this conceptualisation to 
be robust, the various elements of transactional and relational contracts should be identified. 
Coyle-Shapiro and Kessler (1998) argue that as anchors on a contractual continuum, the 
transactional and relational distinction may oversimplify the content of the psychological 
contract. In addition, they suggest, it is possible that psychological contracts for a significant 
number of employees may concurrently contain transactional and relational elements that may 
not be mutually exclusive. 
This view was borne out in the research of Millward and Brewerton (in preparation, b), "Oho 
explored the content of the psychological contract using qualitative Multidimensional 
Scalogram Analysis (MSA) (Canter, Brown and Groat, 1985; Wilson, 1995). The study 
involved the development of 27 MSA 'items' based on previous research, which «ere then 
entered into a card sort exercise as a method of understanding the subjective or personal 
meaning invested b\ participants in the articulation of their employment contracts. Results 
showed that the transactional and relational 'dimensions' proposed by previous researchers 
may not be as conceptually or as empirically independent as believed, as participants ýýere 
often found to group 'transactional' and 'relational' items together ýt hen describing their 
psychological contract \\ ith their employer. On comparing two groups of participants (police 
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officers and advertising agents), the groups were found to present similar descriptions of the 
`core' articulated dimension of -commitment', but numerous differences ý%ere apparent in 
peripheral item groupings, which kliere further supported bý discussions ýý ith participants. 
These differences suggested a dimensional complexity in the psychological contract concept 
oversimplified by the supposed relational-transactional distinction. 
Arnold (1996) and Guest (1997) have also pointed out inconsistencies and confusions in the 
conceptualisation and use of the term psychological contract. Guest (1997) noted the lack of 
precision in the conceptualisation, and how too much attention has been paid to 't\ pes' of 
contract (transactional, relational) with little consideration for other dimensions such as 
implicit/explicit, time-span, scope and so on. Such dimensions (as originally proposed h" 
MacNeil, 1985 and since taken up by Rousseau, 1995) are theoretical rather than empirical, 
and so far, says Guest (1997) no one has questioned their validity or utility. Herriot & 
Pemberton (1997) have pointed out the limitations of the content-focused approach to 
psychological contract research. They note that the concept has become reified into something 
fixed and substantive, as if it exists other than in a hypothetical or analytical form. They point 
to the term's original use as a backdrop or framework for discussing the employee-employer 
exchange process, and argue that a process view on the psychological contract may be more 
fruitfully adopted in exploring this operationalisation, particularly in terms of perceived 
breaches in the employment relationship. This view advocates exploration of the ongoing 
process of psychological contracting between employee and employer. 
2.3.3 Evaluation-Oriented Research: Assessing Contract Fulfilment, Violation and 
Change 
Another major theme to be found in the psychological contract literature is that of contract 
violation. It is argued that violation is most likely to result in negative outcomes for the 
organisation and for the individual (Herriot, Manning and Kidd, 1997; McLean Parks and 
Kidder, 1994, Robinson and Rousseau, 1994). It has been stipulated that in order for a breach 
to constitute a violation of a contract, the contract must comprise a promissory element, as 
opposed to merely carrying the expectations of both parties. According to Rousseau (1995: 
I 11) contract violation can range from subtle misperceptions to stark breaches of good faith. 
She sa\ s that violation is commonplace (e. g. due to unfamiliarity with the job). often 
inadvertent and difficult to articulate, although this need not be fatal. Not all discrepancies are 
noticed and not all that are noticed are perceived as violations. Often, inadvertent contract 
violation occurs because of failure to communicate (see also Herriot, Hirsh and Reilly 1998). 
Strongly felt experiences of violation, hoN\ever. tend to occur when a failure to keep a 
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commitment injures or causes damages that the contract was designed to avoid (Rousseau. 
1995: 112-113). Such outright failure can arise from opportunism (i. e. self-serving at the 
expense of other) or sheer negligence (i. e. non-fulfilment) (see also Robinson & Rousseau. 
1994). 
As already pointed out, Rousseau (1990b), in one of the first major empirical studies of the 
psychological contract, emphasised that violated promises stiere at the core of the construct, 
arguing that this differentiated the psychological contract from the concept of unmet 
expectations (Wanous, Poland, Premack and Davis, 1992). She also suggested that this lent 
more weight (in terms of accounting for increased variance) to the prediction of work-related 
outcomes such as satisfaction and intention to leave. Violation, then, is a failure to comply 
with the promissory terms of a contract: how people interpret the circumstances of this failure 
determines whether they experience a violation (Rousseau, 1995: 112). Robinson and 
Rousseau (1994) addressed the contract violation theme with a longitudinal study of graduates 
over their first two years of employment. They found that over this period, 55% of the sample 
reported that reciprocal obligations had been violated by the employing organisation and that 
reported occurrence of violation correlated positively with turnover and negatively with trust, 
satisfaction and intention to stay with the organisation. 
However, in practice, contract violation has not always been conceptualised solely in terms of 
this promissory element. Guzzo, Noonan and Elron (1994), for example, questioned 
expatriate managers about the support they felt they should receive from their employing 
organisation, compared with the support they did receive, thereby eliminating the promissory 
element from the manager-organisation contract. Similarly, Baker (1985) cited work role, 
social, economic and cultural employee expectations as underpinning the psychological 
contract with an employing organisation, suggesting that violation of these expectations alone 
(whether or not they contain a promissory element) will ultimately result in dissatisfaction and 
be instrumental in a decision to quit. 
Other researchers have focused on potential mediators of perceived contract ý iolation 
(discussed by Sparrow, 1998), including Shore and Tetrick (1994), ýýho discussed causal 
attribution in this context, arguing that reactions to violation may depend in part on the t pe of 
violation and the extent to which the organisation is perceived as being responsible for it. 
They suggest that 'action-oriented' individuals (Kuhl, 1992) may be most likely to attempt to 
reinstate or renegotiate the contract, whereas 'state oriented' individuals may be more inclined 
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to avoid/withdraw from the situation. This assertion clearl\ has implications for individual- 
level management of the psychological contract by the employing organisation. 
It has also been suggested that the relational-transactional contract distinction may be 
fundamental in predicting worker reaction to perceived violation. For example. McLean 
Parks and Kidder (1994) linked the psychological contract concept 't ith that of procedural 
versus distributive justice. They argued that perceptions of procedural justice following a 
violation may be most salient to employees holding a relational contract, NL hereas distributik e 
justice may be most significant to those with a transactional one. Intuiti"el", and as has been 
suggested by other researchers (e. g. Robinson and Rousseau, 1994). it could be argued that 
violation of a relational contract is likely to have more significant affective outcomes for the 
individual holding the contract, since the relationship between individual and organisation is 
based more on trust, loyalty and commitment than a transactional contract. In short, 
relationship strength is likely to mediate perceived violation. Transactional employees may 
adopt a more pragmatic stance to a perceived violation, and are perhaps less likely to 
experience personal disillusionment and other affective responses (feeling 'cheated', 
becoming less trusting of the organisation, etc. ). 
Noer (1993) describes the effects of downsizing on organisations' remaining employees, and 
the importance of negotiating new contracts with these staff. Goffee and Scase (1992) and 
Brockner, Grover, Reed and DeWitt (1992) have also provided evidence of alienated `shell- 
shocked' survivors of organisational trauma, responding by either `getting out', -getting safe' 
(keeping their heads down) or `getting even' (by psychological withdrawal or sabotage) 
(Arnold, 1996; Herriot and Pemberton, 1995: 83-86). Clearly, any of these outcomes will 
impact negatively on the organisation. Evidence suggests that violation can promote distrust, 
anger, attrition (Robinson & Rousseau, 1994), and can change behaviour (Rousseau, 1995). 
In summary, the issue of contract violation is a fashionable one given the change in 
contractual tone within the contemporary market place. However, there remains debate as to 
whether the construct incorporates only promises which may be violated, or expectations, 
\Oich ma\ be unmet, and whether contract violation simply denotes job dissatisfaction by 
another name (Guest. 1998a). In addition, there appears to be increasing evidence 
(summarised b\ Rousseau and Tijori\Nala, 1998) that the concepts of contract violation and 
contract fulfilment, though related, appear to address different psychological experiences and 
so ma\ not be treated interchangeably. Sparrow (1998) argues that the inN estigation of 
contract violation should not assume that the contract is a fixed entity, inflexible and not open 
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to adaptation. Indeed, he suggests that mans employees are able to adapt the terms of their 
psychological contract to meet the new requirements of a changed or changing exchange 
relationship. If taken in this way, violation ma,, occur less frequently. as indiN iduals' 
psychological contracts are seen as more fluid and flexible, better able to adapt to constant 
changes in the employment relationship. It remains, then, for evaluation-oriented research 
such as that focusing on contract change, violation or fulfilment, to adequatel" identify the 
causes, content, consequences and mediators of perceived contract fulfilment and ý iolation. 
2.3.4 Process-Focused Approaches: Establishing a Common Framework 
In light of criticisms of single-sided research approaches to the psychological contract, it has 
been argued (by, for example, Herriot and Pemberton, 1997) that rather than address the 
question of the psychological contract as content, it may be more fruitful to re-capture N., hat 
was originally quite distinctive about the construct, as defined by Argyris (1960) and others 
(e. g. Schein, 1980). This distinctiveness concerns the potential of the construct to describe and 
explain the exchange relationship between employer and employee. It has been argued at the 
outset of this chapter that the term psychological contract has its roots in the notion of co- 
operative contribution described by Barnard (1938), whereby the individual is persuaded to 
pledge allegiance to an organisation (to co-operate with it) in exchange for appropriate 
incentives. To this extent, the psychological contract can be said to be located in the 
relationship between two parties - the organisation and the individual. To facilitate the 
analysis of the `exchange relationship', it is perhaps useful to think in terms of a process of 
contracting. 
The process or dialectical perspective on the psychological contract takes the view that 
content can only be examined in a snapshot fashion. This view is best described in the 
writings of Herriot and his colleagues (Herriot & Pemberton, 1997; Herriot, Hirsh and Reilly 
1998; MiIlward & Herriot, 1999). Questions about content, Herriot & Pemberton (1997) 
argue, enable us to describe a current relationship between employer and employee, and hence 
can point us to the product of the contractual process, but are likely to describe the 
psychological contract in transient terms which are so uniquely personal, context-bound, and 
fluid as to render it impossible to envisage making any generic statements about them 
(Herriot, Hirsh and Reilly, 1998). However, Herriot and Pemberton (1997) argue that 
focusing on the process of contracting may allo\ti researchers to conceptualise the 
ps\ chological contract \\ ithin a common frametil'ork, the content of wt hich may be unique and 
context-bound, but \\ hose chronology and de\ elopmental process will be veers similar. 
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Herriot. Hirsh & Reilly (1998) and Herriot and Pemberton (1997) describe the dN namics of 
psychological 'contracting' as an interplay of 'ýLants' and 'offers' on the part of both 
employees and organisation. A psychological contract is said to be afforded by a match 
between what is wanted and what is on offer, for both parties in the exchange. It is unlikely 
that a perfect match will simply occur naturally. The process of contracting requires 
negotiation of wants and offers, and as such cannot take either for granted. Potential 1. , k% 
hat 
an employee wants from a relationship with the organisation is much more variable than ý, ý hat 
the organisation wants in return (e. g. Guest, 1998a). In the contemporary economic climate. 
the organisation is likely to want investment in optimal performance, flexibility and the ability 
to adapt quickly and effectively to rapid change. On the other hand, each employee's wants 
are likely to be as idiosyncratic and subjective as ever. 
Because the types of things that individuals might want from an organisation are potentially 
infinite, the idea is potentially too unwieldy to contemplate without some means of organising 
needs and wants into viable categories. To this end, Schein's (1978; 1993) model of `career 
anchors' (or work values) is used by Herriot et al (1998) as a way of unpacking individual 
differences in the kinds of things that an employee might be looking for in their relationship 
with an employer. According to Schein (1993), there are eight different categories of work 
value: security; autonomy/independence; technical/functional, managerial; entrepreneurship: 
service/dedication; challenge; and life-style integration. It should be noted that there are many 
sections of the UK workforce for whom security needs are so predominant (due to financial 
concerns), that anything beyond this basic transactional requirement is purely academic 
(Herriot, Manning & Kidd, 1997). There are also those for whom work is not the `lived in' 
reality that it is for those who live to work. Some employees work to live. Yet research has 
tended to focus primarily on the former: employees who seek relational contracts with their 
employing organisation rather than transactional ones. Clearly, this suggests a need to 
understand motivations and needs from an individual viewpoint, whilst appreciating the 
relative value of adopting a common framework within which to explore such possibilities. 
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2.4 Sr : ti1MARISING THE STALTE OF THE ART 
In summary, then, the literature presents a number of elements of the ps"chological contract 
construct which have gained wide agreement and consensus, kýhilst others remain open to 
considerable discussion and debate. Areas that have gained consensual agreement include the 
following: 
0 The psychological contract comprises promises made and/or expectations held bN 
individuals and organisations. These promises/expectations are not necessarily mutual 
but can be understood to be reciprocal in nature; 
0 Understanding of the same contract may differ between individuals and between parties; 
" Contract violations and orientations are significantly related to job performance, 
organisational commitment, job satisfaction, intent to leave, staff turnover and 
organisational citizenship behaviours; 
0 Psychological contracts can, and do, change over time; 
0 Contracts are shifting wholesale from traditional to dynamic and, in some cases, from 
relational to transactional in nature and content; 
" Shifts such as these are resulting in mixed signals being transmitted from organisations to 
employees, with a consequent need for the negotiation of `new' contracts; 
" Multiple methods of measurement (generic, idiosyncratic, qualitative, quantitative) are 
required to investigate the psychological contracts and in particular the dynamics of 
contracting. 
Principal areas touched on in the literature requiring further exploration and which continue to 
attract debate and contention include the following: 
" Debate as to the precise content of the psychological contract, and the level of 
commonality of this content across organisations; 
" Whether the construct incorporates only promises which may be violated, or expectations, 
which may be unmet, and whether contract violation simply denotes job dissatisfaction by 
another name; 
" Whether the construct exists from an organisation's perspective, or should be regarded at 
individual-level only - i. e. whether it exists only in the head' of the employee or v hether 
it is more appropriately located within the employer-employee relationship; 
" Whether transactional and relational contracts lie at opposite ends of a single continuum 
or \\ Nether they form discrete constructs ,\ hich are conceptually and empirically distinct, 
and which can produce 'hv hrid' forms; 
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" The extent to which psychological contracts form normative contracts, and the ways in 
which these might be conceptualised and measured. 
" The impact of cross-cultural differences in psychological contract formation and 
maintenance. Contracts may emerge differently across cultures with differential 
importance associated with facets of contracts themselves. especially explicitness and 
stability (Rousseau and Tinsley. 1997, Sparrow, 1996a); 
0 Conceptualisation and measurement of the dynamics of contracting including issues of 
contract formation, mutuality/reciprocity and contract negotiation and renegotiation, in the 
strict sense of the concept of psychological contract as pertaining to a relationship of 
exchange. 
The next chapter will attempt to address some of these outstanding issues in the literature. It 
presents the principal research questions and hypotheses to be addressed by this thesis, within 
an overarching framework, the central tenets of which will also be presented and explained. 
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CHAPTER 3 
MODELLING PREDICTORS OF THE EXCHANGE 
RELATIONSHIP - AN INTRODUCTION AND REVIEW 
3.1 INTRODUCTION 
Chapter 2 highlighted some of the principal areas of contention and consensus ý% ithin the 
psychological contract research field. Numerous researchers have called for continued 
empirical research in an area which is becoming increasingly diluted by broad, discursi\ e 
papers drawing on the psychological contract as metaphor but not as construct (Anderson and 
Schalk, 1998; Arnold, 1996; Guest, 1998b). As pointed out in Chapter 2, at the core of this 
problem is the need for further exploratory research efforts in the areas of conceptualisation, 
measurement and assessment of the added value of the psychological contract construct. 
Guest (1998b) suggests that the research field is in need of theory "which can not only 
describe but also evaluate the state of the psychological contract" (p. 660). He adds that the 
concept also needs tighter and more precise definition, particularly as regards the potentially 
different roles of "perceptions, expectations, beliefs, promises and obligations" (p. 651), all of 
which have been variously used to describe psychological contracts. 
Various models of the psychological contracting process have been put forward in the 
literature (e. g. Guest, 1998; Guest and Conway, 1997; Herriot and Pemberton, 1996a, 1997; 
McLean Parks, Kidder and Gallagher, 1998; Rousseau, 1995; Sparrow. 1996a; 1996b) in an 
effort to frame psychological contract research. These models are discussed in depth in 
Chapter 9. Despite the sometimes disparate approaches of these researchers, a common theme 
runs throughout their posited models - that of the influence of both organisational and 
individual factors on the contracting process, reflecting the notion of exchange between the 
parties. Rousseau's (1995: 33) model of the psychological contract as a `mental model' (i. e. 
existent at the cognitive level), and Sparrow's (1996a) exploration of this framework across 
European national cultures at both individual and normative levels, illustrate this theme 
admirably. For both researchers, the impact of the individual's perceptions of both 
themselves [perhaps in terms of "personalit\', work values, career anchors, or competenc\'(Sparrow, 
1996b: 89), or individual cognitive biases and motives (Rousseau. 1995: 43-44)]. 
and of their employ ing organisation (in terms of what the organisation is able to offer in return 
for their investment) are said to be critical to the formation of an employee's psN chological 
contract (as a representation of the exchange relationship between the parties). Ho\ýe\er. 
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these factors, and the many was in which they may be conceptualised and operationalised. 
have yet to be empiricall y' addressed ýk ithin the same research effort. Indeed, indiý idual-le\ el 
factors such as those suggested above, has e seldom appeared in empirical «ork to date. with 
most workers focusing on perceptions of the organisation alone as the principal source of 
development for the psychological contract (Guest, 1998b; Sparro, ýý. 1998b). despite 
numerous researchers' contentions that it is ., ýithin the interaction between indiý idual and 
organisational factors that the construct best be conceptualised (Arnold. 1996, Guest, 1997, 
1998b; Herriot and Pemberton, 1996a; 1997). 
Section 3.2, below, will start by highlighting the crucial importance of assessment and 
quantification of individual employees' psychological contracts when conceptualising and 
operationalising the employee-employer exchange relationship. A number of the criticisms 
presented in the literature (including those of Anderson and Schalk, 1998; Arnold, 1996; and 
Guest, 1998b) will be tackled as the methodological approach adopted here is outlined and 
explained. 
Section 3.3 will explore in more depth the potential influence of organisational 'deal delivery' 
as an indicator of fulfilled expectations, on employees' perceptions of the exchange 
relationship. It will be demonstrated how, despite the myriad changes in the world of work 
over the past two decades, employees' expectations of their organisation have remained fairly 
stable. This suggestion has significant implications for the organisation depending on its 
relative ability to 'deliver' on the expected employment deal in a range of areas. 
Section 3.4 will introduce the notion of the `work-based self-concept', that is the self- 
appraisal of the individual with reference to social group memberships, as well as personal 
orientations towards work. The importance of biographical background and group allegiances 
will be discussed, as will the impact of professional/occupational identification and individual 
work values, on the propensity of employees to develop particular styles of contract with the 
organisation. 
Finally, Section 3.5 ýti ill outline briefly the model proposed in this thesis. This %ý ill ins ok e 
the presentation of a framework which it is suggested may be used as a basis for further 
exploration of the psychological contract as perceived by the employee. The expected relative 
importance of self- and organisational perceptions discussed in Sections 3.3-3.4 sk ill be 
discussed, in predicting various terms of employees' representations of the exchange 
agreement. 
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3.2 Q1 ANTIFYING THE PSYCHOLOGICAL CONTRACT 
From the content perspective, a number of methods have been put forward in the literature as 
potentially useful for exploring the construct, which will be addressed in depth in Chapter 4. 
These include psychometric (Hutton and Cummins, 1997: Millward and Hopkins, 1998, 
Robinson, Kraatz and Rousseau, 1994), structural equation modelling (V4'anous. Poland, 
Premack and Davis, 1992), critical incidents technique (Herriot, Manning and Kidd. 1997), 
and multidimensional scalogram analysis (Millward and Brewerton, in preparation, b). Some 
of the methods advocated in these research efforts have suggested the potential for 
standardisation and comparison across organisational samples, although attempts to replicate, 
for example, Robinson et al's (1994) factor structure have, as yet, proved unsuccessful (see 
Barksdale & McFarlane Shore, in press; Freese & Schalk, 1996). However, it is in this 
comparability and general isabi I ity that one of the keys to gaining a better understanding of the 
construct lies. If a standardised measure of the exchange relationship can be identified, then 
the possibility of individual- and group-level contracts can be fruitfully explored. 
In order to develop such a measure, the issue of content must first be addressed. Whilst 
various conceptualisations of the construct have been presented (e. g. Barksdale and 
McFarlane Shore, in press; MacNeil, 1985; Rousseau, 1995; Wade-Benzoni and Rousseau, 
1997), none of these have yet been sufficiently rigorously tested in order to infer their 
unequivocal validity or applicability. There is consensus on some of the constituent elements 
of employees' psychological contracts (e. g. time-frame), but disagreement over others (e. g. 
training, pay, support). As explained earlier, some workers have expressed concerns over the 
simplification of the construct suggested by the bi-polar conceptualisation originally 
suggested by Rousseau (1989; 1995), anchored by the terms `relational', i. e. invested, 
involved, relationship-focused, and 'transactional', i. e. self-interested, detached and contract- 
focused (e. g. Arnold, 1996; Coyle-Shapiro and Kessler, 1998). Most recent suggestions by, 
for example, Guest (1998b), Millward and Herriot (1999) and Millward and Brewerton (2000) 
advocate the use of multidimensional frameworks in order to more accuratel" conceptualise 
the concept's complex, dynamic and interdependent nature. 
The stance of the current \vork is that such a measure should aim to conceptualise the 
exchange relationship in terms of the individual's perceptions of reality. That is, the current 
research is primarily concerned \\ ith the cognitive processes at ýtiork 'in the head' of an 
individual in the formation of a psychological contract \0h the employer. It is argued that 
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this individual-level representation of the exchange relationship is most likely to be 
instrumental in the mediation of workplace-related attitudes and behaviours. Moreover, as 
noted in Chapter 2, the added value of the psychological contract over and abo,. e existing 
workplace constructs like commitment must be made explicit. 
The first aim of the thesis is to develop and standardise a measure of the psychological 
contract that will allow its complex reality to be adequately conceptualised, and Nahich will 
confirm its status as a distinct construct, empirically independent from existing workplace 
constructs. The hypotheses tested are: 
Hypothesis 1: The individually-held outcome of the exchange process (the psychological 
contract) can be conceptualised and quantified in terms which ill reflect 
the complexity and dynamic nature of the contracting process (at the 
individual level); 
Hypothesis 2: The psychological contract can be quantified in terms which will alloNN 
comparison across both individuals and groups; 
Hypothesis 3: Operationalisation and quantification of the psychological contract will 
demonstrate the concept's distinctiveness from other workplace constructs. 
3.3 THE IMPACT OF DEAL DELIVERY ON THE EXCHANGE RELATIONSHIP 
A number of researchers have attempted to articulate fulfilment of the organisational side of 
the exchange relationship between employee and employer by eliciting from workers their 
perceptions of organisational obligations (for example, Coyle-Shapiro and Kessler, 1998; 
Herriot, Manning and Kidd, 1997; Hutton and Cummins, 1997; Porter, Pearce, Tripoli and 
Lewis, 1998; Robinson, Kraatz and Rousseau, 1994; and Schalk, van den Bosch and Freese, 
1994). These research efforts provide us with an important source of data on which to base 
assumptions about those elements of organisational 'deal delivery' that are most crucial to 
employees. Guest and Conway (1997), rather than directly asking employees about their 
perceptions of employers' obligations, indirecthv assessed delivery on the deal bý, posing 
questions of individual employees about the prevailing 'climate' in their organisations. They 
then ascertained the impact of these organisational perceptions on the style of ps\ chological 
contract adopted \\ ith the employer using path modelling techniques. 
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Table 3.1 (following two pages) illustrates the variet,, of factors cited by these researchers 
encompassing the expected organisational side of the exchange deal. Whilst a fair degree of 
commonality exists across these various conceptualisations (denoted by the cross-study factor 
names in column 1), there are some findings which appear unexpected or unusual. 
Take, for example, the so-called `new deal' discussed by Herriot and Pemberton (1995), 
where employees were argued to offer long hours, a millingness to take on additional 
responsibilities, a broad skill set and tolerance of change and ambiguity, in return for high and 
performance-related rewards and a job. This, they argued, had largely superseded the 'old 
deal' where the employee offered loyalty, conformity, commitment and trust in return for a 
secure job, promotion prospects, training and development opportunities and support and care 
when the employee faced problems. 
However, Robinson et al's (1994) elicited organisational obligations (see Table 3.1, column 
4), appear to incorporate elements of both Herriot and Pemberton's (1995) `old' and `new' 
deals. According to Robinson et al's (1994) findings, it appears that employees still perceived 
promotion, training and development, job security and organisational support as important 
elements of their deal with the employer. These `traditional' features of the employment deal 
are combined in Robinson et al's (1994) findings with the remunerative elements of high, 
performance-related pay, more typical of Her-riot and Pemberton's new deals. 
Similarly, the more recent findings of Guest and Conway(] 997), Herriot et al (1997), and 
Porter et al (1998) propose employee expectations which retain a breadth and depth exceeding 
the instrumental and contract-bound basis of so-called `new deals'. This suggests that, despite 
the oft-cited shift away from traditional employment contracts to dynamic, self-managed 
employment relationships, many employees still retain high expectations of their employer in 
fulfilling a range of needs. Indeed, the expectations uncovered by these researchers suggest 
that for many employees, their employing organisation remains a central source of need 
fulfilment in a wide range of areas. 
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A certain commonality exists between studies in terms of organisational obligations as 
perceived by employees according to Table 3.1 's summary findings. Whilst there is some 
evidence for the emergence of `ne« deals' based on tightly-defined performance terms and 
associated pay structures (there are several references to `performance-related pay'), a number 
of researchers have found that, for many workers, the perceived obligations of contemporary 
organisations go far beyond this. That is, there is evidence that they incorporate hat ma\ be 
regarded as integral elements of the traditional 'old deal', including support, training. 
promotion, development, fairness and justice. These areas are summarised below: 
" Professional development - training, career development, opportunities for promotion; 
" Support - assistance at, and outside, work when needed: 
0 Remuneration - equitable pay and benefits package; 
" Security - long-term job security where possible; 
0 Communication and participation - effective flow of information to employees regarding 
the operational present and the strategic future; involvement of employees in decision- 
making; 
0 Progressive HR policies - provision of feedback, career counselling, job guidance, 
recognition, performance-related pay, etc.; 
" Meaningful work -job enrichment interventions; 
" Justice/Fairness - equitable implementation of procedures, incentive schemes, etc. across 
all organisational members. 
Chapter 6 aims to establish the relationship between perceived level of fulfilment of these 
expectations and the types or orientations of psychological contract held by individual 
employees. It is hypothesised that the perceived terms of the exchange relationship (that is, 
the psychological contract held by each individual) will be partially predicted by the degree to 
which each individual perceives organisational obligations to have been fulfilled. In addition. 
it is expected that some elements of perceived deal delivery will prove critical to the particular 
character of the exchange relationship across organisational samples. Other predictors (of 
deal delivery) may be idiosyncratic to specific organisations, suggesting the possibilit` of 
normative or shared contractual elements allowing differentiation between samples. Formall, 
stated, then, presented hypotheses are as follows: 
Hypothesis 4: Emplo,, ees' perceptions of the degree to kN hich their employ ing 
organisation had delivered on the expected employment deal NN ill has ea 
significant impact on their psychological contracts: 
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Hypothesis 5. The relative importance of different elements of deal deli\ ery in predicting 
the terms of employees' psychological contracts «i ll show some 
commonality across organisational samples, as %kell as representing each 
organisation at a unique and sample-specific le%el. 
3.4 THE PREDICTIVE NATURE OF WORK-BASED SELF-CONCEPT IN THE EXCHANGE 
RELATIONSHIP 
To explore the individual side of the contracting process (i. e. the impact of idios` ncratic, 
individual-level variables in the development of the psychological contract, as suggested by: 
Rousseau, 1995; Sparrow, 1996a; 1996b), Chapter 7 draws on Social Identity Theory as 
espoused by Tajfel (1978; 1981), Tajfel and Turner (1985) and Turner (1975: 1982; 1984, 
1985). Here, the relative importance of `personal' and `social' identity characteristics in the 
formation of perceived exchange terms between employee and employer is assessed. 
`Personal' identity characteristics may include idiosyncratic attributes such as abilities, 
psychological traits, interests and values (Ashforth and Mael, 1989) and serve to define the 
individual without reference to, or the context of, category memberships. 'Social' identities, 
by contrast, are likely to be bound up with various category memberships (e. g. by gender, age 
cohort, occupation, nationality, etc. ), with the salience of each membership varying according 
to situational context (Turner, 1985). Below, a brief introduction to the relevance of these 
considerations to the thesis is offered. The reader is referred to Chapter 7 for a more detailed 
review of the specific personal and social identity characteristics that are argued to be critical 
to contract formation. 
A significant portion of recent research on the psychological contract has focused on the 
developing relationship between employee and employer from the outset of employment. 
Baker (1985), Baker and Berry (1987). Robinson. Kraatz and Rousseau (1994), Rousseau 
(1990b) and Thomas and Anderson (1998) have all examined the changing nature of the 
relationship which evolves between new recruits and their employers over the first f6ý, 
months and vears of their tenure. Baker (1985) and Baker and Berry (1987) suggested that 
new recruits represent a particular type of employee to an organisation, often displaying high 
expectations, motivation and a desire to achieve. However. Robinson et al (1994) found that 
over a to-year post-recruitment period, employees came to perceive that they oýNed less to 
their employers, \\hile seeing their employers as owing them more. This finding suggested 
that the employer's failure to fulfil perceived commitments was significantly associated ý\ith 
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decline in some types of perceived employee obligation. Thus, new recruits high 
expectations and achievement-orientation can quickly shift as the\ gain experience of their 
organisation and of the wider industrial and social contexts in which they are located. Self- 
other comparison on an inter- and intra-organisational basis, may be involved here, altering 
the terms of the exchange relationship between employ ee and employer. This notion of 
comparison has also been argued to be central to equity theory (discussed in depth in Section 
2.2.1), as conceptualised by Adams (1965) and later tested by Goodman (1974) and Griffeth. 
Vecchio and Logan (1989). Griffeth et al (1989) found that judgements regarding the equity 
of the employment deal are often made by self-comparison with external referents, be the,, 
individuals or groups. These findings also demonstrate the potential relevance of social 
identity processes (in terms of perceived self and other group membership) to changes in the 
terms of the exchange relationship over time. 
By contrast, Rousseau (I990b), in conducting a survey of newly recruited MBAs, found that 
employees developed their contractual orientation to the organisation during the recruitment 
process. In particular, she found that the content of the contract (in her terms, the 
transactional or relational orientation which characterised the exchange agreement) was 
related to the type of relationship the employee actively sought with the employer. Rousseau 
found that those individuals perceiving their current position as a stepping stone to another, or 
who emphasised short-term monetisable benefits in exchange for hard work, demonstrated a 
more transactionally-oriented, shorter-term view of their commitment to the organisation. 
Those seeking a long-term relationship with their employer, on the other hand, felt party to a 
contract exchanging job security for their loyalty, indicative of a more relational contractual 
orientation. This finding suggests that individuals are proactive in their negotiation and 
formation of an exchange relationship with an employer, and are likely to form a 
psychological contract which is consistent with this. It also demonstrates the potential 
importance of individual work-related values on the development of the contract between 
employee and employer. That is, an individual's propensity to seek out a particular type of 
contract with an employer, may be underpinned by a set of attitudes and values that 
characterise that individual's perceptions of work in general, influencing the terms on \ýhich 
their exchange relationship is established. 
It has also been argued on the basis of recent research efforts that the process of psychological 
contracting is effectively social in nature (Herriot and Pemberton, 1997; Herriot, Hirsh and 
ReiIIN, 1998). That is, that the deN elopment of a psychological contract NN ilI be affected by 
the social contexts NN hich exist both \\ ithin and outside the organisation, and these social 
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factors will play a key role in the development of individual employees' %%ants and needs. 
Thus, social processes such as group identification and social comparison «iII impact on the 
contracting process, as the individual approaching the negotiating table brings %ý ith them 
various personal and social investments which' ill influence their predisposing attitudes. 
expectations and behaviours. 
As yet, no work has directly investigated the role of identity in development, maintenance and 
re-negotiation of psychological contracts, although Herriot and Pemberton (1995) touch on 
the notion of threat to middle managers' work identities under imposition of neýý emplo\ nient 
deals. Work by Tajfel (1978; 1981), Tajfel and Turner (1985) and Turner (1975; 1982; 1984; 
1985) in the development of Social Identity Theory proposes the existence of a variety of 
identities for each individual. It is argued that the accessibility of these will be triggered by an 
individual's immediate situation. Thus, each individual may simultaneously possess: personal 
identities (comprising a series of idiosyncratic characteristics, such as abilities, psychological 
traits, interests, values, etc. ); and social identities (likely to be bound up with various category 
memberships, e. g. brother, manager, worker) whose accessibility will vary situationally (e. g. 
male, aged 35, English). Turner (1985) argues that social classification enables an individual 
to cognitively segment and order their environment, as well as their location within it via a 
process of identification. 
The workplace presents a very specific context for the development and maintenance of 
identities, in this case making up an individual's work-based self-concept (Mael and Ashforth, 
1992). Category memberships abound in organisations. In addition to identities based on 
gender, age cohort, etc., the need for structure in organisational settings may result in 
individuals taking on additional identities, as members of specific departments, grades, sites, 
cost-centres, teams, etc. 
In particular, personal identities at work may be bound up with the job task and role (Ashforth 
and Mael, 1989), and with the attitudes and values that an individual holds about work. It 
could be argued that value sets regarding work are inextricably linked with personal identities. 
Thus, an individual employee may be driven by a high work ethic, or be motivated ostensibly 
by financial gain. These value sets are peculiar to each individual, and reflect an indi,. idual's 
personal orientation towards work, perhaps predetermined in part by deg elopmental factors 
(for example, a focus on financial benefit may derive from a learned orientation towards 
mone\ . perhaps through observation and 
kno\ý ledge of a successful parent), or in part b\ 
circumstantial factors (such as the need to provide financiall\ for other famil\ members). 
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Figure 3.1, below, provides a schematic representation of possible contributor) elements of an 
employee's work-based self-concept. 
Figure 3.1 Schematic illustration of possible elements of an employee's work-based self- 
concept 
Focus on 
financial benefit 
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level 
Internal 
organisational 
memberships 
Desire for career 
Work ethic 
I 
progression 
Personal identity 
characteristics 
Age 
Tenure cohort 
cohort 1 
Social identity 
characteristics 
self-concept 
Professional 
memberships 
In summary, then, according to Tajfel and Turner (1985), the individual defines him/herself 
partly in terms of salient group memberships, and partly in terms of personal idiosyncrasies. 
The relative weighting of these factors at any one moment in time will depend on context. 
Within the work context, it is argued here that work-relevant elements of personal and social 
identity will contribute to the `work-based self-concept'. It is further argued that elements of 
the work-based self-concept will impact on the terms of the exchange relationship that 
develops between employee and employer, ultimately influencing the employee's contractual 
orientation with an organisation. In terms of social identity, some elements are expected to be 
generalisable across contexts and while located within the workplace environment for the 
purposes of the current analyses, are seen as forming enduring and common themes in the 
individual's ww ider self-concept. Such memberships may include: age cohort, gender group 
and education cohort. Other elements of social identity are specific only to the workplace. 
and include memberships such as tenure cohort, employment group (in terms of \Norking 
pattern, profession. occupation, etc. ), as \\ el l as relative level of professional or occupational 
identification. It is proposed that aspects of personal identity most salient to the \korkplace 
ma\ be expressed through \w ork v alues (i. e. the set of values and attitudes adopted by an 
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Work-based 
individual with regard to work in general). From this discussion, the folloýking hý pothesis is 
derived: 
Hypothesis 6: Employees' social and personal identity characteristics ýti iIl impact to some 
degree on the development of the exchange relationship .N ith their 
employer, in that such characteristics may predispose employees to adopt a 
particular contractual orientation towards the organisation. 
3.5 CONSTRUCTING A PREDICTIVE MODEL OF THE EXCHANGE RELATIONSHIP 
Sections 3.3 and 3.4, above, have argued that both self- and organisational perceptions may 
have critical implications for the content and style of psychological contract adopted by 
individual employees. Section 3.3 focused on perceived degree of organisational 'deal 
delivery' in predicting the terms of the exchange relationship between workers and their 
organisation. Section 3.4 introduced the notion that individual self-perceptions, within the 
framework of the social identity approach, predispose the development of particular types of 
contract style and orientation. 
These propositions form the basis for the central model of the thesis, the purpose of which is 
to evaluate the relative predictive qualities of both self- and organisational perceptions in 
explaining variance in the content and character of the perceived exchange relationship. To 
contextualise the proposed model, it is compared and contrasted with existing models 
(introduced in Section 3.1, above). These models reflect the research interests of their 
respective proponents, and as such differ significantly in their conceptual basis, content and 
scope. A comprehensive treatment of existing models is presented in Section 8.2, with only a 
brief summary presented below. 
Rousseau (1995) has presented a number of models describing cognitive and social processes 
involved in contract formation, outcome models of the contracting process, and descriptive 
models of the likely characteristics which make up individuals' psychological contracts. 
Whilst these models are suggestive of the eclectic nature of the field, the brief revie« 
presented below also illustrates the potentially diluting effects of such diversity in approach to 
exploring a common concept. 
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3.5.1 Descriptive models 
Rousseau and McLean Parks' (1993) and Rousseau's (1995) conceptualisation of the features 
and characteristics making up the psychological contract have been much cited and revisited. 
These researchers suggested that each contract characteristic could be thought of in terms of a 
'relational-transactional' continuum, with one extreme denoting an instrumental, calculativ e 
orientation towards the exchange relationship and the other indicative of a deeper, more 
emotional orientation towards the employment relationship. They proposed a number of 
`contract terms' which could be articulated within a relational-transactional framemork, as 
follows: 
" Focus: from economic (transactional) to economic plus emotional (relational); 
" Inclusion: from limited personal involvement in the job, to `whole person relations', 
" Time fame: from closed- to open-ended; 
" Formalisation: from written/well-specified to written/unwritten; 
" Stability: from inflexible to dynamic; 
" Scope: from narrow/zero development to pervasive/affecting employee's outside life; 
" Tangibility: from unambiguous/observable to subjective/implicitly understood. 
Whilst this initial conceptualisation has formed the basis of several subsequent research 
efforts (e. g. Coyle-Shapiro and Kessler, 1998; Hutton and Cummins, 1997; Millward and 
Hopkins, 1998), it was not until McLean Parks, Kidder and Gallagher (1998) extended and 
recast the model within the context of various `new deal' working patterns (e. g. short-term, 
part-time contracting, independent consultancy, etc. ) that the interactive and dynamic value of 
the model could be fully appreciated. To this end, McLean Parks et al (1998) added several 
new `contract terms', including particularism (the degree to which the employee perceives the 
resources exchanged within the contract as unique and non-substitutable), volition (the degree 
to which employees believe they had the choice in the selection of the nature of the 
employment relationship) and multiple agency (whether or not the employee has an exchange 
relationship with more than one employing organisation simultaneously). The examples 
shown in Figure 3.2, below, illustrate the contractual reality of contemporary exchange 
relationships, insofar as they are likely to comprise both 'relational' and 'transactional' 
elements, rather than existing as either globally relational or transactional. This addresses a 
concern raised by Arnold (1996) and also Coyle-Shapiro and Kessler (1998). 
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Figure 3.2: Selected examples from McLean Parks et al's (1998) classification of working 
arrangements along contract dimensions 
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Despite the intuitive appeal of McLean Parks et al's (1998) propositions, their model has yet 
to be assessed empirically and so remains at the conceptual stage. Guest (1997) has also 
criticised research drawing on the feature model proposed by Rousseau (1995) and Rousseau 
and McLean Parks (1993), since much of this has adopted typological distinctions (i. e. 
relational versus transactional) rather than empirically addressing the full breadth of features 
proposed by these researchers. 
3.5.2 Process models 
Rousseau's (1995) portrayal of the psychological contracting process (shown in Figure 3.3, 
beloNN) is based on her conceptualisation of the contract as a `mental model' (1995: 33-34), an 
individually -held, cognitive-perceptual construct, which she argues, is stable over time. The 
psychological contract as a cognitiv e-perceptual entit\, is argued by Rousseau (1995) to be an 
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outcome of various indi'idual-level psychological processes taking, ` place ý%ithin a social. 
organisational context. 
Figure 3.3: Rousseau's (1995: p. 33) `Creation of an individual's psychological contract' 
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Some have questioned Rousseau's (1995) assumption that an individual's psychological 
contract is likely to be stable and enduring (Herriot and Pemberton, 1996a; 1997), but the core 
of the model itself has been examined and extended by other researchers, in attempts to 
demonstrate the potential utility of modelling the psychological contract exclusively at the 
individual psychological process level. These subsequent efforts have been keen to examine 
the impact of both organisational and individual factors in the development of the exchange 
relationship. Sparrow (1998b) attempted to contextualise Rousseau's(] 995) model within a 
European national cultural framework, arguing for the existence of normative contracts, based 
on the cultural differences in individual work value systems and in organisational HRM 
practices across European nations. Guest and Conway (1997) and Guest (1998b) have also 
argued for the critical importance of individual (e. g. experience, age, gender, education, 
income, tenure) and organisational factors (e. g. climate, HRM practices) in the development 
of the terms of the perceived exchange relationship with the employer. 
The development of the model proposed in this thesis is built on common elements of existing 
models. However, the model presented below adds value to existing conceptualisations in 
that it: 
" Is u priori, \\ ith a clear epistemological basis; 
" is operational isable, NN ith clear empirical and practical implications; 
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" Derives from a critique of existing approaches ranging from the Ntiork of Barnard (19 38) 
right up to research of the late 1990s; 
0 Distinguishes the psychological contract from other ýýorkplace constructs: 
" Moves away from obligation terms per se (ýýhich are temporall,, - and context-specific) 
towards a representation of the stance of the individual in his'her relationship %% ith the 
organisation; 
" Focuses exclusively on the individual-level processes and outcomes involved in the 
development of psychological contracts and the perceived exchange relationship betvýeen 
employee and employer. 
Chapter 5 of the thesis, and the assessment instrument presented therein, will demonstrate that 
the psychological contract need not concern itself solely with obligation terms (expectations 
and promises), but may also be used to explore how individuals represent their interface with 
the organisation within a framework of exchange. Thus, the characteristics of the contract 
may be shown to be generalisable across organisations and over time. 
The psychological contracting process, as modelled here, focuses on both self- and 
organisational perceptions as predictors of the perceived exchange relationship (as outcome), 
consistent with the arguments of Guest and Conway (1997), Rousseau (1995) and Sparrow 
(l 998b). It is important to note that this definition of process refers not to the externalised 
negotiation between the employee and employer (as described by Herriot and Pemberton, 
1996a; 1997), but to the internal psychological process which leads to the employee's 
perceptions of the exchange relationship with the employer. The influence of organisational 
and individual perceptions are explored in Chapters 6 and 7, respectively. 
By adopting path modelling techniques, successfully employed by Guest and Conway (1997) 
to explore the possible predictors of the psychological contract at work, the relative roles of 
individual and organisational perceptions in predicting the perceived terms of the exchange 
relationship will be ascertained. Some commonality across the predictors of each element of 
the exchange relationship is expected, as outlined below. 
It is expected that degree of contract-focus reported by an employee will be primarily 
predicted by self-, rather than organisational, perceptions. This is due to the 
operationalisation of contract-focus as encompassing attitudinal and value-based reactions 
towards work in general and the emplo,, ing organisation (e. g. 'I do this job just for the 
money'; 'ti 1v commitment to this organisation is defined b\ mN contract'). I lowever, it is 
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likely that perceptions of the organisation ýk ill also retain some v alue in predicting the degree 
of contract-focus reported by employees since it is likely that contract-bound attitudes and 
behaviours may occur in part as a reaction to the extent to ý. ýhich the organisation has 
delivered on the expected employment deal. 
As regards perceptions of equity, it is expected that organisational perceptions ýti iII be most 
critical in the formation of this part of the exchange relationship. Clearly, perceptions of the 
degree to which the employer has delivered on the expected employment deal are most likely 
to predict employees' judgements on the degree of equity and fairness demonstrated bý the 
employer in its dealings with the workforce. Self-perceptions may have some secondary 
predictive value in that employees' category memberships may predispose them to perceive 
the degree of equity imparted by the organisation in a certain light, e. g. depending on age, 
tenure, contract-type, etc. 
Finally, employment time-frame is expected to be predicted to a similar degree by both self- 
and organisational perceptions. This is in part a reflection of the component elements of 
employment time-frame (i. e. employees are likely to perceive that the length of their 
employment relationship is partly within their own control and is partly determined by 
organisational factors). It also reflects the relative importance of certain category 
memberships (most notably age and tenure) and of organisational factors (such as perceived 
job security) in dictating employees' perceptions of the likely length of their employment 
relationship. 
The basic structure of this proposed model appears in Figure 3.4, below, and is underpinned 
by the following hypotheses: 
Hypothesis 7: Predictors of each of the perceived terms of the exchange relationship 
(addressed by the Psychological Contract Scale) will include both self- and 
organisational perceptions. The relative predictive power of each v ill var\ 
depending on the sample, reflecting workplace context as v'. ell as the 
specific micro- and macro-organisational issues experienced therein. This 
ww ill provide evidence for the existence of normative elements of 
emploN ees' ps,, chological contracts at the organisational level. 
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Hypothesis 8: Some commonality across the predictors of each element of the exchange 
relationship is expected. Specifically, it is expected that: self-perceptions 
will predict the majority of variance in degree of contract-focus reported 
by respondents; that organisational perceptions will predict the majority of 
variance in perceptions of organisational equity, and that a combination of 
self- and organisational perceptions will predict variance in the expected 
employment time-frame reported by respondents. This Hypothesis is 
illustrated in Figure 3.4, below. 
Figure 3.4 - Proposed basic path model, mapping proposed relationships between key 
variables 
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Time-frame 
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3.5 CHAPTER SUMMARY 
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This chapter has introduced some of the concepts and ideas that will be taken up in more 
detail in subsequent chapters. Chapter 5 will address the issue of reliable and valid 
measurement of the psychological contract concept, drawing on the Psychological Contract 
Scale (originally published by Millward and Hopkins, 1998). Chapter 6 will explore the role 
of organisational perceptions, specifically employees' perceptions of the degree to which the 
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organisation has delivered on the employment deal, in predicting the terms . )t' percei\ ed 
exchange relationship. Chapter 7 will discuss the potential role of self-perceptions in 
predisposing individuals to develop particular forms of relationship \kith the employer. 
Finally, Chapter 8v ill draw these study findings together. to ascertain the relative importance 
of individual and organisational perceptions in predicting the terms of the exchange 
relationship. 
The following chapter will consider the various methods adopted in the literature to studying 
the psychological contract. A critique of these approaches w ill be presented, leading to the 
selection and explanation of the methods selected for use in this thesis, including potential 
problems and issues that may arise. 
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CHAPTER 4 
METHODOLOGICAL ISSUES 
4.1 INTRODUCTION 
Rousseau and Tijoriwala (1998) outline the various methods that hale appeared in the 
psychological contract literature since its discussion by Chris Argyris in 1960. Tile,,, suggest 
that an initial focus on unstructured employee interviews (Argyris, 1960; Le\ inson, 19622) has 
given way to a greater emphasis on quantitative assessment (e. g. Barksdale and Renn, in 
press; Guzzo, Noonan and Elron, 1994; Hutton and Cummins, 1996; Robinson, Kraatz and 
Rousseau, 1994) in more recent times. They also refer to the "veritable embarrassment of 
riches" (p. 680) facing the prospective psychological contract researcher in of terms available 
investigative methods. Over the past decade, they suggest, research into the "content and 
dynamics of psychological contracts in organizations has generated numerous published 
studies - with an almost equal number of somewhat distinct assessments. "(p. 680). The 
discussion below addresses the issue of measurement within the field of psychological 
contract research. It reviews the approaches that have been adopted in the literature to date, 
and outlines the development of the design rationale for this thesis (including reasons for 
exclusion of alternative approaches). The chapter concludes with a brief discussion of the 
potential drawbacks of approaches selected, and measures introduced into the study design to 
address these problems. 
4.2 OPERATIONALISING THE CONTRACT - METHODS AND DEVICES 
Operationalisation and measurement of the psychological contract remains one of the research 
field's principal stumbling blocks. It is a problem which must be tackled, however, in order to 
promote rigorous empirical research of what is becoming an increasingly nebulous and all- 
embracing term. Recent reviews of the field have called for "more careful definition and 
more rigorous empirical testing" (Arnold, 1996: 511) in order to "build theory around the 
causes, content and consequences of the psychological contract" (Guest, 1998b: 660). 
Echoing these sentiments, Rousseau and Tijoriwala (1998) have suggested that "continued 
NN ork is needed to operational ize the content of psychological contracts in was that produce 
generalizable and theoretically sound measures. " (p. 688) 
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Rousseau and Tijoriwala (1998). in their brief revie« of quantification and assessment of the 
psychological contract literature, propose that three broad approaches can be identified. These 
approaches, they suggest, include: 
" Content-oriented, i. e. examining the content of the contract including its 'terms' and the 
interrelations between terms. They suggest that contract content has been operationalised 
in three distinct ways: via . specific terms (which focus on individual elements such as job 
security, training, remuneration, etc., e. g. Herriot, Manning and Kidd, 1997): composites 
of terms (where groups of items are combined to create scales or indices characterising 
broad content of the contract, e. g. Millward and Hopkins, 1998); and categorical 
classifications (assessing contract `types' such as 'relational' or 'transactional', e. g. 
Rousseau, 1995; Wade-Benzoni and Rousseau, 1997); 
0 Evaluation-oriented, i. e. assessing the degree of fulfilment, change or violation 
experienced within the content of the contract, according to individual perceptions and 
judgement (e. g. Rousseau, Robinson and Kraatz, 1992); 
0 Feature-oriented, i. e. comparing the contract to external attributes or dimensions, such as 
the degree to which the contract is explicit/implicit or stable/unstable over time (e. g. Parks 
and Van Dyne, 1995). 
It should be emphasised that Rousseau and Tijoriwala's (1998) terminology is not universal. 
McLean Parks, Kidder and Gallagher (1998), for example, describe the features or attributes 
against which the contract may be compared (akin to Rousseau and Tijoriwala's, 1998, 
`feature-oriented' approaches) as the `characteristics' of the contract. These researchers do, 
however, concur on the definition of `content-focused' approaches. The following discussion 
is based on Rousseau and Tijoriwala's (1998) typology with mention made of alternative 
definitions where appropriate. 
4.2.1 Content-focused approaches 
From the content perspective, a number of methods have been presented as potentially useful. 
These include psychometric (Hutton and Cummins, 1997, Millward and Hopkins, 1998: 
Robinson, Kraatz and Rousseau, 1994), path modelling (Guest and Conway, 1997: Wanous, 
Poland, Premack and Davis, 1992), critical incidents interv ie« (Herriot, Manning and Kidd, 
1997), focus groups (Herriot and Pemberton, 1996a) and multidimensional scalogram anale sis 
(Miliward and Brewerton, in preparation, h). 
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According to Rousseau and Tijoriwala's (1998) t,. polog`. content-focused methods may adopt 
one of three broad approaches: exploring the idiosyncratic terms that make up an indk idual's 
psychological contract; developing this approach by use of composite terms %ý hich are able to 
characterise broader dimensions or factors within the contract; and classifications. which 
attempt to categorise individuals' contracts into one of a range of 'types'. Each of these 
approaches is introduced below, following a brief treatment of qualitati%e approaches. 
4.2.1.1 Qualitative approaches 
Qualitative approaches have been used to explore the psychological contract concept although 
their use has not been particularly widespread. Unstructured interviews v ere used by Arge ris 
(1960) and Levinson (1962) to elicit individualised accounts of the psychological contract 
reported by groups of employees. Herriot and Pemberton (1996a) looked at divergence in 
how the employment relationship was construed by managers and employees, divergence of 
the kind that can generate overt conflict. They used the focus group method to elicit both 
management's and employees' views of the `new' psychological contract (following years of 
escalating competitiveness and pressures created by mass downsizing), content analysing 
these data into themes which characterised each group's view of the exchange relationship. It 
may be argued that Herriot and Pemberton's (1996a) research uncovered the normative 
components of the psychological contract across these specific organisational groups. 
Millward and Brewerton's (in preparation, b) use of Multidimensional Scalogram Analysis 
(MSA) represents an alternative approach to qualitative measurement, which also introduces 
the concept of `normative' contracts (Rousseau, 1995). This approach allows the 
`psychological' grouping of items or concepts to be explored at individual and aggregated 
levels, with the result that the meaning invested by individuals in their psychological contracts 
can be measured and graphically mapped onto a multidimensional framework. Millward and 
Brewerton (in preparation, b) used the technique to elicit individuals' representations of the 
psychological contracts held with their employing organisation. By triangulating these 
findings with quantitative (psychometric scale) and further qualitative (depth inter\ ie« ) 
techniques, the researchers ere able to develop detailed representations of indiv idual- and 
group-level contracts. Two sample groups (advertising agents and police officers) showed 
predictable differences in their respecti\e representations of the psychological contract. 
Police officers grouped MSA items into five principal categories (ýýith definitions deriving 
from participants' o\ýn dimensional definitions). Advertising agents grouped the MSA item, 
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into seven principal categories (whose definitions again derived from participants' ovkn 
dimensional definitions). Both sets of responses are summarised in Table 4.1. belo%%: 
Table 4.1: Comparison of advertising agents' and police officers' MSA plot groupings 
and definitions 
Police Officers Advertising Agents 
Commitment - to the employing organisation Commitment - to the employing organisation 
Organisational citizenship - team membership, 
helping out colleagues 
Organisational citizenship - team membership, 
helping out colleagues 
Decorum - professionalism, self-discipline, 
integrity 
Decorum - standards, integrity', respect 
Careerism - looking after number one, cynicism Careerism - career development, being realistic 
Job security - long-term security, career 
development 
Personal values - values brought to job 
Personal development - expectations of company, 
career, training 
Distrust - suspicion, cynicism, negativity 
As can be seen from Table 4.1, the dimensions of commitment, decorum and organisational 
citizenship were common to both occupational groups and elicited similar definitions. 
However, whilst the police sample regarded `job security' as an integral part of their 
psychological contracts, the advertising sample did not report this dimension at all. 
Differences in definition of `careerism' are also notable, with the police sample defining this 
dimension negatively, using descriptors such as `cynicism' and `looking after oneself, whilst 
the advertisers described this dimension in terms of `realism' and a `focus on developing 
one's own career'. Bearing in mind Rousseau and Tijoriwala's (1998) concerns that the 
appropriate level for aggregation of individual and composite psychological contract terms 
has yet to be identified, the MSA approach presents an interesting alternative method which 
demonstrates value as a method for investigating both individuated and normative aspects of 
psychological contracts. 
4.2.1. ? Investigating contract 'terms' 
Rousseau and Tijork. tiala (1998) use the phrase contract `terms' to denote the discrete 
obligations individuals perceive themselves to owe (e. g. hard work, accepting a transfer) and 
their employer to owe them in return (e. g. advancement, remuneration, extra-organisational 
support). Robinson and Rousseau (1994) and Robinson and Wolfe Morrison (1997) have 
analysed terms at both item and scale levels and have found sound evidence for their test- 
retest reliability over time. It has been argued that the completion of multi-item scales ma\ be 
too onerous an undertaking for some samples. An alternative is to introduce simple ranking 
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or rating of single-item terms based on pilot research with the sample to ensure that the term-, 
selected are appropriate and salient to the population. 
Whilst researchers such as Robinson and Rousseau (1994), Robinson and Wolfe Morrison 
(1997) and Rousseau (1990b) have used rating scale methods to ins estigate contract terms. 
Herriot, Manning and Kidd (1997) used critical incidents technique, obtaining qualitative data 
from two samples working for the same organisation: representatives from management. and 
employees. Both samples were asked to report specific instances when: 
" the organisation offered more than it was obligated to; 
" an employee/employees offered more than it was obligated to; 
" the organisation offered less than it was obligated to; 
" an employee/employees offered less than obligated to. 
The obtained themes derived from content analysis of over 1,000 incidents elicited from 
participants. Elicited organisational obligations included, for example, training (providing 
adequate induction and train ing), fairness (ensuring fairness of selection, appraisal, promotion 
and redundancy procedures) and needs (allowing time off to meet personal or family needs). 
Elicited employee obligations included honesty (dealing honestly with clients and the 
organisation), loyalty (staying with the organisation, guarding its reputation and putting its 
interests first) and property (treating the organisation's property in a careful way). Herriot et 
al (1997) chi square analysed findings across both management and employee groups and 
found that, in general, management representatives focused on 'relational' contract terms 
when describing both employee and organisational obligations (e. g. loyalty), whereas 
employees focused on `hygiene' aspects (e. g. property). 
4.2.1.3 Developing 'composites' of terms 
Development of `composites' of terms probably represents the most widely adopted content- 
oriented approach, perhaps because this approach offers the greatest potential for 
standardisation across organisational groups. 
Standardisation was first attempted by Robinson, Kraatz and Rousseau (1994) who developed 
a psychometric tool to measure the psychological contract from the employee's perspective. 
On the basis of extensive pilot work, these researchers developed a series of items to \ýhich 
respondents were asked to report whether they believed their emploi'ing organisation \\a 
obliged to provide (emplo\er obligations) and another series of items to which theN were 
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asked to report whether they believed they were obliged to pro%ide (employee obligations). 
The aim of the tool was not only to ascertain contract content but to enable the tracking of 
contracts over time. Robinson et al (1994) reported a test-retest reliability item mean of . 
80 
across a two week time gap. 
In a longitudinal study of MBA students (Rousseau, 1990b; Robinson & Rousseau, 1994), the 
relational and transactional dimensions identified at time 1, also revealed themsel%es at time 
2, suggesting relative stability across a period of 2'/z years (see also Robinson & Wolfe 
Morrison, 1995; 1997). However, some differences in reported factor structure bem cell 
administrations of the scale suggested instability of some items, leading some researchers to 
suggest the need for further work to confirm the most appropriate scale for each work aspect 
(e. g. Arnold, 1996). Although the factor structures derived from research on MBA students 
have not been replicated across other samples (Barksdale & McFarlane Shore, in press; Freese 
& Schalk, 1996), some obligation terms appear to be relatively valid and stable indicators of 
the relational psychological contract (i. e. the provision of job security and development 
opportunity in exchange for loyalty and commitment) and likewise the transactional contract 
(i. e. high monetary reward in exchange for efficient and effective performance) (Freese and 
Schalk, 1996). 
In 1998, Millward & Hopkins published the Psychological Contract Scale (PCS), which was 
evolved on a priori grounds (to enable the identification of relational and transactional 
psychological contracts). A 50-item bank initially derived from focus group discussions was 
subsequently reduced to a 37-item questionnaire, comprising 22 'relational' and 15 
`transactional' items (reporting stable principal components factor structure and internal 
consistency reliability). Scale construction was informed by the conceptualisation provided by 
Rousseau (1995: 91-97) and drew on the following analytical dimensions: focus 
(emotional/economic); inclusion (extent of individual integration in an organisation); time- 
frame (short-term/long-term); formalisation (degree of performance specification); stability 
(stasis/dynamic); scope (job-specific versus whole-person implications); and tangibility 
(subjective/objective). Exploratory factor analysis } ielded a two-factor solution ýtihich «as 
then used to produce two sub-scales. Millward & Hopkins (1998) also obtained substantial 
preliminary evidence for the reliability and construct validity of these two sub-scales. 
Specifically, the 'relational' sub-scale was significantl\ more strongly linked NN ith permanent 
than temporary contracts, 'N ith full-time than NN ith part-time working patterns, and vv ith long- 
term than short-term employment relationships (as indicated b\ organisational and job 
tenure). In contrast, the transactional sub-scale was significantly more strongly associated 
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with a temporary workplace relationship (i. e. temporary employment contracts. short-term 
organisational and job tenure). Moreover, the relational sub-scale ýýas significantly positively 
correlated with job and organisational commitment, and also " ith the expressed ýk illingness to 
work overtime without pay (i. e. go the extra mile for the organisation). The transactional sub- 
scale, on the other hand, was significantly negatively correlated «ith each of these three 
measures. 
Whilst Millward and Hopkins (1998) operationalised their Psychological Contract Scale in 
terms of various transactional/relational attitudes or orientations towards their relationship 
with the organisation, other researchers have attempted to develop robust scales which address 
organisational obligation terms and the degree to which employees perceive these obligations 
to have been fulfilled. Robinson and Wolfe Morrison (1997), for example, reported a 
term/obligation-specific assessment of psychological contract content, having developed 
independent scales which address a variety of contract terms. Using factor analytic 
techniques, these researchers observed that seven themes invariably appeared in assessments 
of employers' obligations, as follows: 
" Enriched job; 
" Fair pay; 
" Opportunities for growth; 
" Advancement; 
" Sufficient tools and resources; 
" Supportive work environment; 
" Attractive benefits. 
Rousseau and Tijoriwala (1998) argue that such findings suggest the potential for more stable, 
generalisable measures of discrete contract terms across populations. 
Moving on from the employee-only stance on the psychological contract, Barksdale & 
McFarlane Shore (in press) used Robinson et al's (1994) 15-item measure to establish 
whether particular types of interrelations between employer and employee obligations could 
be identified. To this end, they cluster analysed the obligation terms to identify people v, ith 
different kinds of contracts. From this, four types of interrelation were identified and defined 
in terms of scope (i. e. covering a broad or limited array of contract terms) and the balance of 
the exchange of obligations (i. e. high-high, low-low, high-logt, low-high). This approach is 
consistent with the definition of a psychological contract as a process involving reciprocal 
exchanges and agreements (Herriot & Pemberton, 1997; Herriot. Hirsh and Reilly, 1998). The 
findings showed that NN here mutual obligations are perceived to be high, and v, here the 
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contracts are of broad rather than limited scope, there as significantly higher employee 
commitment, and intention to stay. The findings also demonstrate the potential of 
investigating the relevance of the notion of exchange to the way in % hich psychological 
contracts operate. 
Drawing on the work of Herriot, Manning & Kidd (1997) (as described in Section 4.2.1.2. 
above), and Robinson & Wolfe Morrison (1995), Hutton & Cummins (1997) derived 44 items 
for inclusion in their scale, the Psychological Contract Inventory (PsyCon). The response 
options ranged across a five-point scale from I (not at all obligated) through to 5 (completely 
obligated). Employee obligations were defined as 'anything you believe you o%Ne your 
employer or workplace even though there may be no written or clearly spoken agreement 
between you'. Employer obligations were defined as `anything you believe your employer 
should provide... '. Responses were derived from a sample of 114 employees (in technical and 
professional jobs), including males and females in approximately equal numbers. 
Factor analysis of perceived employee obligations yielded 3 factors: 
" Good will towards work including positive presence, effort, involvement and personal 
integrity; 
0 Doing more than required including intention to stay and flexibility; 
" Loyalty including protecting the interests of the organisation. 
Factor analysis of perceived employer obligations yielded two factors: 
" Support for the individual including opportunities for advancement and development, and 
recognition of needs and circumstances; 
0 Respect and fair practice including appropriate rewards, justice, resources and training. 
The scale demonstrates potential but as yet has only been investigated with a limited sample. 
The authors agree that much more theoretical and empirical work is needed before the Psy Con 
Inventory can be considered to be the tool of choice. 
4. ?. 1.4 Classification and typological approaches 
The best known typological approach to the psychological contract concept is that comprising 
transactional- (i. e. short-term agreements with a largely economic focus) versus relational- 
(i. e. open-ended, long-term arrangements combining economic and socio-emotional 
exchanges) st,, le contracts. This typology was originally adopted by MacNeil (1985) and was 
later de\ eloped by Rousseau (1990b: 1995) and Wade-Benzoni & Rousseau (1997). 
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As noted by Rousseau and Tijori«ala (1998). however. typologies of this kind are only able to 
represent the inherently complex notion of psychological contract «ithin a simplistic 
framework. Thus, whilst immediate and accessible, such t` pologies hay e been argued to 
oversimplify the construct (Arnold, 1996, Coyle-Shapiro and Kessler, 1998) or at least limit 
its conceptualisation to a very broad, holistic overview (Rousseau and Tijoriý\ala, 1998). In 
addition, it is difficult to ascertain the practical utility of these models in that they. like all 
taxonomical approaches, are restricted to description, but not explanation, of the phenomena 
they seek to address. 
4.2.2 Evaluation-focused approaches 
Evaluation-focused measures aim to assess how well or otherwise a party to the contract has 
performed when set against perceived promises and obligations. That is, they aim to measure 
contract violation, rather than the psychological contract per se. They are generally sub- 
divided into assessments of contract fulfilment and violation. Robinson and Rousseau (1994) 
found fulfilment and violation to be negatively related (r = -. 53, p=. 001). However in reality, 
argues Rousseau (1995), violation and fulfilment can coexist within the same psychological 
contract, i. e. people can perceive some aspects of their contract to be fulfilled and other 
aspects to be violated. 
One of the problems with the notion of contract violation is that it assumes that we know 
exactly what it is that has been violated (or fulfilled), when in fact (as the above discussion 
reveals) we are still not really sure that the psychological contract is nor how in itself it should 
be measured. Moreover, some have pondered whether contract violation is no more than a 
surrogate term for job dissatisfaction particularly in that it is defined as a primarily affective 
construct (Guest, 1998b; Wolfe Morrison and Robinson, 1997). 
4.2.3 Feature-oriented approaches 
Rousseau and Tijoriwala (1998) define feature-oriented approaches as attempting to capture 
the properties associated with particular contracts. The best known of these approaches are 
those of Rousseau and McLean Parks (1993) and Rousseau (1995). which were refined and 
extended by McLean Parks et al (1998) (although these latter researchers referred to contract 
properties as 'characteristics' rather than 'features'). Whilst Rousseau and Tijorixkala (1998) 
suggest that the elements of the contract best-described as 'features' are those which 
differentiate bet\%een communicated empplcot'ment contracts (e. g. narrow wide scope, 
explicit implicit. static/dynamic, certain/uncertain and ww'ritten'urn\ritten), elements such as 
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`time-frame' (short or long term), -focus (economic or socio-emotional). 'Volition' (degree of 
involvement in development of the contract) and 'particularism' (whether services offered are 
universal or specific to the individual) may also be used to describe the features or 
characteristics of the psychological contract (e. g. McLean Parks et al, 1998; Parks and Van 
Dyne, 1995). 
It should be emphasised that although the conceptualisations of the contract offered bý 
Rousseau and McLean Parks (1993) and Rousseau (1995) have informed several subsequent 
attempts at quantification and assessment (e. g. Hutton and Cummins. 1997, Millard and 
Hopkins, 1998), very few of these researchers have formalised their measurement models. 
McLean Parks et al (1998), for example, present an appealing conceptual model of proposed 
features, yet do not attempt to assess the validity or utility of the models in any empirical 
sense. Nevertheless, Rousseau and Tijoriwala (1998) suggest that such approaches may %kell 
offer the greatest potential for general isabi I ity across samples if a common framework of 
features can be established, and that these approaches may also be able to link the features on 
which the contract is based with the terms of the existent exchange relationship between 
employees and employer. 
4.2.4 Appropriateness of methods 
Following discussion of these alternative methods, it should be noted that any examination of 
the psychological contract concept, but particularly those approaches which concern the 
content and/or features of the concept, are likely to be time- and context-dependent. Within 
work and economic environments which are in a constant state of flux (Herriot and 
Pemberton, 1995), any operationalisation of the contract as being unequivocally composed of 
a specific range of factors or features is likely to require substantial revision over time and 
according to context. 
An example of this can be found in changes in the meaning of `advancement' as perceived by 
employees between 1990 and 1997. In Rousseau's (1990) study of MBAs, employees 
reported the notion of professional development and advancement as being bound up with a 
`relational' orientation towards the organisation, since at that time and within the organisation 
under study, advancement opportunities remained available to employees, in return for 
investment in, and involvement with, the organisation. In Fogarty's (1997) study of 
downsizing 'victims', however, advancement was seen as a 'transactional' element of the 
ps\ chological contract. In this organisational context, opportunities for professional 
development had been removed and so any aspirations for ad\ ancement were necessari I\ 
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located outside the boundaries of the organisation, thus unrelated to the exchange relationship 
with that organisation and seen as inherently 'transactional' in focus. 
Asa result, Rousseau and Tijoriwala (1998) recommend that quantitative measures should 
only be used in isolation in relatively stable or unchanging environments. In dynamic 
contexts, qualitative assessment should also be used to aid in interpretation of findings. In this 
way, they suggest, emerging facets of psychological contracts ma\ be identified, ýkhich ma\ 
not be catered for within historically-driven conceptualisations, measurement models and 
assessment instruments. 
4.3 SELECTED METHODS FOR THE CURRENT THESIS - AN EVALUATION 
Chapter 3 of this thesis presented a series of hypotheses with distinct design and measurement 
implications. Hypothesis I proposed that the psychological contract could be conceptualised 
and quantified in terms which would reflect the complexity and dynamic nature of the 
contracting process (at the individual level). Hypothesis 2 posited that the contract could be 
quantified in terms which would allow comparison across both individuals and groups. These 
hypotheses form the basis for Chapter 5 of the thesis - an empirical investigation of 
psychological contract measurement. 
Hypothesis 5 proposed that the relative importance of different elements of deal delivery in 
predicting the terms of employees' psychological contracts would show some commonality 
across organisational samples, but would also represent each organisation at a unique sample- 
specific level. Finally, Hypothesis 7 posited that predictors of each area of the exchange 
relationship would include both self- and organisational perceptions (which would vary 
according to the sample selected) to reflect the workplace context and specific micro- and 
macro-organisational issues experienced by that sample. These hypotheses form the core of 
Chapters 6-8, which empirically evaluate the relative impact of organisational perceptions (via 
the concept of deal delivery) and self-perceptions (via the notion of individual work-based 
self-concept) on the exchange relationship. 
The following sections present the design rationale for this thesis and identify the means 
selected to test the hypotheses outlined above. 
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4.3.1 Study design - rationale 
All four hypotheses revisited above refer to individual perceptions, attitudes, values and 
behaviours, thus suggesting the appropriateness of an employee-only approach to address 
these research questions. While several researchers have emphasised the importance of 
assessing the organisational side of the exchange relationship directly (i. e. bý obtaining 
information from organisational agents such as managers, supers isors, board members. etc. ) 
(e. g. Herriot et al, 1997: Herriot and Pemberton, 1995,1996a; Guest, 1997; 1998b). the 
current thesis restricts itself to the self- and organisational perceptions of individual 
employees. In attempting to develop a dynamic framework encapsulating the «a'ý s in which 
employees cognitively represent the exchange relationship with the employer, it is clearly 
critical to focus primarily on individual employees' self-reported beliefs and attitudes. As 
Harre (1993), Weick (1979) and McLean Parks et al (1998: 697) note, the ability of people to 
construct their own reality is impressive. It is their perception of reality, not any so-called 
`objective' reality, that shapes their expectations, their attitudes and their behaviours. 
To best fulfil the requirements of Hypothesis 2, which requires comparability of contract 
content and characteristics across individuals and groups, an ostensibly quantitative 
measurement approach will be required. Indeed, as noted by Rousseau and Tijoriwala (1998: 
684), "standardized quantitative assessments of the content of psychological contracts are 
typically used in research focusing on theory testing and generalizability. " Some of the 
methods advocated in the research presented in Section 4.2, above, have suggested the 
potential for standardisation and comparison across organisational samples. 
Other researchers have focused on qualitative measurement as an exploratory technique 
yielding rich, diverse data which can provide an understanding of a common framework 
within which individual psychological contracts may operate (e. g. Herriot, Manning and Kidd, 
1997). The principal rationale for using idiosyncratic measurement is that in times of radical 
change, structural features of one organisation may not carry the same meaning in another 
(nor indeed within the same organisation over time). In such circumstances, it could be argued 
that idiosyncratic measures are not only appropriate but are the only realistic source of 
information on psychological contracts (Herriot, Hirsh and Reilly, 1998). 
However, it is in comparability and general isabi I it-v across individuals and organisational 
groups that one of the keys to gaining a better understanding of the construct lies. If a 
standardised measure of the psychological contract can be identified, then the possibilit\ of 
group- and individual-level contracts vý ith common and idiosyncratic features may usefully be 
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explored. Thus, the research focus selected for the thesis is primarily 'etic' and not 'emic' in 
nature. Emic frameworks, according to Rousseau and TijoriNvala (1998). are generated b} 
respondents themselves in an attempt to explore an individual's mental model in an unfiltered 
fashion, free from externally-imposed preconceptions, and essentially 'bottom-up* in focus. 
Etic approaches, on the other hand, assess general constructs, typically derived from theory, 
which are meaningful to individuals across a variety of settings. In the psychological contract 
field, such approaches do not necessarily attempt to capture comprehensively the full content 
or array of features making up each individual's psychological contract, but instead are used 
to develop generalisable, standardised categories that may be assessed across individuals and 
groups. 
The research approach selected here will also attempt to combine elements of Rousseau and 
Tijoriwala's (1998) `content'- and `feature'-oriented methods. To fully explore the content 
and characteristics of individuals' psychological contracts, it will be necessary to base any 
quantitative assessment instruments on generalisable contract `features', e. g. `time-frame' 
(long- or short-term) and `focus' (calculative/financial to non-financial). Thus, contract terms, 
or composites of terms developed for assessment of the contract will need to make explicit 
common features of individual contracts, in the form of overt statements which will be 
accessible and comprehensible to a range of employees. 
4.3.2 Investigative methods - rationale 
Rousseau and Tijoriwala (1998) report that "subjective self-reported measures are the most 
direct source of information on the nature and content of the psychological contract" (p. 681). 
They also go on to advocate the use of multiple methods when assessing the psychological 
contract so that research findings may be triangulated, thereby improving reliability and 
accuracy of any conclusions drawn. As regards the data requirements of this thesis, the need 
for comparable, generalisable information from employees necessitates selection of a research 
approach which is able to deliver quantifiable assessments of a range of factors. 
Qualitative methods reported in the literature, including critical incident technique (Herriot et 
at, 1997), Multidimensional Scalogram Analysis (Millward and Bre«erton, in preparation, h), 
focus groups (Herriot and Pemberton, 1995) and unstructured interviews (Argyris, 1960; 
Levinson, 1962). while they are able to generate rich, detailed idiosyncratic data, are difficult 
to recommend within the context of this thesis. Such techniques do not possess the capacit` 
for true comparability across individuals and groups, neither are they able to produce 
generalisable accounts of indiN iduals' psNchological contracts. Ho%tiever, the abilit' of these 
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approaches to contextualise information obtained via standardised attempts to quantify 
employees' perceptions remains aý ital source of data for triangulation and is able to lend 
texture to quantitative numerical responses. 
Fife-Schaw (1995a: 174) notes that the questionnaire is probably the single most common 
research tool in the social sciences. " Reasons for its popularity as an investigative research 
technique, when compared with more labour intensive alternatives (such as structured 
interviews, focus groups, and other qualitative approaches) are several: 
" Time and cost - speed of administration and analysis reduces time input and financial 
costs; 
" Increased access to samples - geographically-dispersed groups may be reached, again at 
reduced cost; 
" Comparability - true comparability is afforded to the researcher where questionnaire- 
based instruments have been rigorously tested for validity and reliability; 
" Power - results from questionnaire-based measures can be meaningful and powerful once 
they have proven statistical robustness. This allows researchers to dran inferential 
conclusions and make predictions from obtained data. 
However, there are a number of drawbacks to the use of questionnaire measures which 
include, most notably, the fact that they are: 
" Restrictive - they afford no facility for exploration or expansion of responses; 
" Reductionist - by their nature, psychometric tools reduce the responses of individuals to 
numerical values in the most efficient way possible; 
" Reliant on understanding of population - employees have to be sufficiently literate, 
articulate and able to introspect in order to complete self-report questionnaires; 
" Open to temporary bias - anxiety, boredom, fatigue, illness, suspicion, or a participant's 
desire to fake, acquiesce, or confront, can all influence and bias the way in which people 
respond to questionnaire items. 
Several of these drawbacks (and the sources of error associated with them) can be mediated 
through careful design and piloting. Comprehensibility of items, for example, can be assessed 
prior to commencement of a full study. Some biases can be minimised by, for example, 
counterbalancing item order, ensuring the anonymity and confidentiality of respondents, 
reversing item polarity, carefully explaining the nature and intentions of the questionnaire, 
pros iding an incentixe (whether material or ps\chological), etc. Ho\tie\er, other shortcomings 
are more problematic. The essentially restrictive, reductionist nature of questionnaires is 
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undeniable. In constructing items. the researcher must necessarily place his'her own 
framework of preconceptions before the indiý idual's idios\ ncratic responses to a range of 
issues. As a result, questionnaire research often affords respondents the opportunity to make 
their own comments about the question areas presented, and may even encourage respondents 
to comment on individual items, thus providing a rich source of qualitatiN e data «hick is able 
to place numerical item-derived data into an organisational- or group-level context. 
As regards the construction of scales for inclusion in questionnaire measures, a number of 
alternative approaches exist, including Guttman, Thurstone and Likert scales (Kline, 1986, 
1993). Kline (1993) recommends that due to the inherent problems in the construction of 
Guttman and Thurstone scales, that Likert scales represent the preferred approach. These 
scales involve the presentation of attitudinal statements to which respondents are asked to 
report their level of agreement, along a numerical scale usually anchored by endorsement 
extremes ranging from, for example, `completely agree' to 'completely disagree'. Kline 
(1993) recommends that: 
Graphical scales should be used, where the numerical points are presented to the 
respondent with the endorsement anchors appearing at each extreme (Nunnally, 1978). 
2. Seven- or nine-point scales should be used since these report improved reliability over 
scales with a smaller number of steps (Guilford, 1956; Vernon, 1961); 
3. An odd number of steps should be used to allow the presentation of a neutral or uncertain 
category; 
4. Factor analytic and other multivariate statistical techniques may be appropriately applied 
to data deriving from Likert scales. 
To fully understand the historical, economic and political context of an organisational sample, 
as well as the structure and processes that underpin the organisation's operation. alternati. e 
investigative techniques are also required. Through discussion with organisational 
representatives and procurement of relevant documentation (organisation charts, annual 
reports and accounts, press releases, details of previous studies undertaken), a more global 
vie\ý of an organisation, and particular parts of it, may be obtained. This is crucial when 
investigating a subject area as complex as the psychological contract. since reasons underl` ing 
similarities and differences between organisational groups in terms of both the content and 
characteristics of their contracts, may derive from the historical or structural context '% ithin 
\%hich they are located. 
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4.3.3 Analytical methods - rationale 
The aims of this thesis, embodied in the hypotheses presented earlier, require the cross-group 
comparison of a range of quantitative data underpinned by a psychometrically-robust 
framework. Multivariate parametric statistics, then. represent the most appropriate and useful 
means for achieving these aims. Tabachnick and Fidell (1996: 1) report that "multi,. ariate 
statistics are increasingly popular techniques for analyzing complicated data sets. " Their 
growth in popularity stems largely from the increased computing power now available to 
researchers. Complex hand rotation procedures used by Cattell and his colleagues 50 years 
ago to uncover the factor structure of their 16PF personality measure, taking main dass and 
weeks to achieve, may now be completed in under a second with the latest statistical software. 
However, as Tabachnick and Fiddell (1996) note, such increases in computing power in no 
way alleviate the responsibility of the researcher in the interpretation of obtained results. 
To ensure the psychometric robustness of each measure developed or adapted for use in this 
research, the content, construct and criterion-related validity of scales would need to be 
assessed. Evidence for the content validity of any scale derives from its capacity to 
demonstrate comprehensive coverage of the target subject domain. In general, this is 
achieved through thorough reviews of the relevant literature, coupled with discussions with 
subject matter experts, piloting of items, refinement for content and wording and finally, 
application to the sample of interest. Internal consistency reliability analysis may also be used 
to infer content validity to some degree, since this statistic indicates the degree of consistency 
with which scale items are measuring the target area, and therefore, the level of consistency of 
the scale's content. 
Construct validity refers to the robustness of the theoretical constructs which underpin a 
scale's component items. Following careful specification of the theoretical areas of interest 
(addressed to some degree via content validation), construct validity may be assessed 
empirically via factor analytic and correlational techniques. Factor analytic techniques 
(generally confirmatory, e. g. maximum likelihood in the case of a scale whose structure has 
been established a priori) can reveal which items within a scale report similar distributions of 
variance and therefore, which items cluster together to indicate the presence of an underlying 
'construct'. Correlational analysis can achieve the same end, although is less elegant than 
factor anal-, sis and can introduce more subjectivity into interpretation of the data. Both 
techniques may also be used to assess the convergent or divergent validity of a scale. If two 
scales are intended to measure different underlying constructs, it would be expected that a 
correlational or factor analN sis would confirm this, '\ ith corresponding low correlations 
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between scale items. or differential factor loadings. If two scales are expected to be related. 
the opposite would be expected, i. e. high correlations and same-factor loadings. 
Finally, criterion-related validity relates to the extent to which a scale or series of scales is, are 
related to an external criterion of interest. Within the ps,, chological contract field, previous 
research efforts have attempted to establish the relationship between perceived k iolation of 
promises and job satisfaction (Robinson and Rousseau, 1994), perceived fulfilment of 
expectations and intentions to stay/leave the organisation (Guzzo, Noonan and Elron, 1994), 
and perceived fulfilment of obligations and incidence of organisational citizenship beha\ iour 
(Robinson and Wolfe Morrison, 1995). These external criteria can be used to infer the 
relative utility and applicability of a construct to the `real world', and can also provide further 
evidence for construct validity if they can demonstrate a relationship between the construct(s) 
being measured and theoretically relevant external criteria. 
Once the validity and reliability of a scale or instrument have been established, parametric 
tests of relationship, difference and prediction may be applied, in the knowledge that 
inferential conclusions drawn from the analyses will be accurate. 
Hypotheses 5 and 7, revisited above, require an assessment of the predictive efficiency of the 
perceived terms of the exchange relationship by a range of self- and organisational 
perceptions, deriving respectively from perceptions of organisational deal delivery and work- 
based self-concept. This requires the construction of parametric models which are able to 
assess the relative contribution made by each factor in predicting the terms of the exchange 
relationship, which may be achieved via several means. Guest and Conway (1997) have 
reported successful use of regression-based modelling techniques to explore the possible 
predictors of the psychological contract at work. For the purposes of the thesis, this technique, 
rather than the factor-analytic based structural equation modelling approach, is considered 
more appropriate for a variety of reasons, outlined below. 
Most importantly, SEM techniques require the specification and testing of models across 
samples, on the assumption that the same factors will report significance in different 
organisational groups. This is based on its role as a `confirmatory' technique, requiring a 
priori stipulation of theoretically -generated parsimonious structural and measurement models. 
There was no evidence to suggest that sample generalisabilit`, would be found \\ ithin the 
current set of studies. In fact, it was adjudged more likely that findings would be sample- 
specific in that different predictors of elements of the psychological contract would be 
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reported for each organisational sample. This violated the assumption that any deNeloped 
structural model would be transferable across samples. 
As suggested above, techniques such as structural equation modelling benefit significantly 
from increased parsimony at the stage of specification of the structural and measurement 
models. Since the approach adopted in this thesis necessarily included a broad range of 
potential predicting factors (involving upwards of 80 measured variables), it as deemed 
inapplicable to preclude variables for the sake of model simplification at an earl` stage. 
Following from this, the nature of the current study as exploratory rather than confirmator. in 
nature precluded the use of SEM techniques. Only broad assumptions "leere being made about 
possible relationships in the data, with no tightly-defined predictions presented at this stage, at 
least not at the level of detail required by SEM. Regression-based modelling, using a 
`stepwise' procedure (to partly control for covariance in the data through selection of only the 
most predictive factors of an independent variable) was felt to be better suited to what is 
essentially an exploratory analysis of potential predictors of the exchange relationship 
between employee and employer. 
The following multivariate statistical techniques are described in Chapters 5-8 of this thesis, 
in each case supported by a reasoned argument for their inclusion, alongside any concerns or 
caveats regarding the potential accuracy of conclusions drawn noted where appropriate: 
0 Exploratory principal components factor analysis - to identify suitable numbers of factors 
to be rotated under a confirmatory solution; 
" Scree test - alternative method for identifying appropriate number of factors to rotate; 
" Confirmatory maximum likelihood factor analysis - to assess construct validity of scales 
and sub-scales developed for, or used in, empirical research included in the thesis: 
0 Correlational analysis - to assess relationships between study variables, with Pearson's 
product moment correlation co-efficient applied where interval level data were available 
for both variables and Spearman's rho where one or both of the target variables was 
ordinal; 
" Unrelated samples t-test - to assess significance of differences reported between two 
groups on study variables; 
0 Stepwise regression analysis - to identify the independent variable or variables which best 
predict the target dependent v ariable (taking into account covariance between independent 
variables); 
" Relicthility analt. w*. c - using Cronbach's alpha criterion, to assess the internal consistency 
reliabilit\ of a scale or sub-scale. 
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In addition to parametric multivariate techniques, a content analytic approach ýýas adopted in 
order to thematically code qualitative data deriving from the questionnaire measure 
(Krippendorf, 1980). For each organisational and sub-group sample, a coding frame %N as 
developed which allowed each qualitative comment made by a respondent to be allocated to a 
thematic category. The number of comments contributing to each thematic category %k as 
taken as an indication of the relative importance of that issue or theme to the organisational 
sample or sub-group. 
Although the investigative and analytical approaches outlined above may be regarded as 
appropriate for use in the series of studies proposed, there exist a number of potential 
drawbacks with these methods. These are discussed in the section immediately below. 
4.3.4 Potential methodological problems and proposed combative measures 
4.3.4.1 Common method variance 
As noted by Podsakoff and Organ (1986), one of the principal problems that may arise from 
use of self-report measures within organisational research is that of common method variance 
(Campbell and Fiske, 1959). This refers to the conflation of response-response correlations 
when all data derives from the same source, i. e. from each questionnaire respondent. 
Podsakoff and Organ (1986) note a number of post hoc statistical procedures which may be 
used to address this problem following data collection, including Harman's (1967) one-factor 
test, social desirability partialling (Edwards, 1970) and scale `trimming' (Birnbaum, Farh and 
Wong, 1986). However, each of these procedures contains its own drawbacks and none has 
gained overwhelming popularity within the research community. However, there remains the 
possibility that the self-report researcher may introduce mediating measures at the design 
stage. 
A number of design alterations may be made to questionnaire-based approaches to address the 
problem of common method variance. The first is the use of multiple methods, as advocated 
by Rousseau (I 990a). This approach involves the combination of various methods of data 
collection in obtaining data on a single topic. In the case of individual-level data (as as 
required by the current series of studies), this \tiould involve, for example, interv ie'. \ Ing 
respondents to explore their responses in more depth and ensure that their views were 
adequately represented by the sur\e\, or eliciting critical incidents from respondents to enrich 
the numerical data provided by the survey. Due to the importance of confidentialit\ to the 
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design of studies presented here, this would ha, ,e been problematic, since sur' eý respondents' 
names would have been required in order that follow-up interviev's could have been 
conducted (thus compromising their anonymity). 
In lieu of this, respondents were asked, via an open-ended item, to comment on an', aspect of 
their working lives covered, or omitted, by the survey. This approach, it was felt, would 
preserve respondents' anonymity whilst at the same time providing additional rich qualitative 
data which could be used to contextualise numerical survey responses wN ithin the language and 
experience of each sample. The value of these data is apparent in some of the studies 
presented in Chapter 8. Here, the various issues and problems cited by organisational sub- 
samples via this open-ended item, were used to add texture and promote more complete 
comprehension of apparent differences between the groups. 
In addition, it is possible to separate sections of a questionnaire-based tool into distinct areas 
of investigation, each prefaced with a title and short introductory paragraph. In this way, 
acquiescent and global satisfaction/dissatisfaction response sets may be mediated to some 
degree in that respondents are encouraged to consider each section of the questionnaire as 
referring to a fresh area for exploration. As such, they are required to think differently about 
their own attitudes and appropriate responses. 
4.3.4.2 Anonymity and confidentiality 
To reduce error deriving from respondents' concerns that their responses may be directed 
back at them, anonymity and confidentiality of response was guaranteed. This was made clear 
both via the survey's introductory page and by management and supervisory staff who 
distributed the survey to the workforce. Internal or external mailing envelopes were provided 
to all respondents to allow anonymous return of completed surveys. It is possible that 
incentivising responses may to some extent reduce global response errors since this may 
increase the motivation of respondents. However, such an approach also has the inherent 
disadvantage of compromising the anonymity of respondents since each respondent must 
somehow be linked with their completed survey in order that the incentive provided may be 
aýNarded to them. This approach was adopted with one sample reported here, although 
anecdotal evidence suggested that the system may have been misused in some parts of the 
organisation by supervisory staff, leading to mistrust and reducing response rates in these 
areas. This resulted in the introduction of a separate source of error (sample restriction) into 
the data. 
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4.3.4.3 Securing representative samples 
Many inferential statistical procedures assume that the sample on ý%hich a dataset is based has 
been obtained using probability sampling techniques (Fife-Scha. ý, 1995b). \V'ithin the 
empirical studies reported here, to ensure that each organisational sample was as 
representative as possible of its population, questionnaires were distributed to all 
organisational members. Thus, no probability sampling techniques were adopted since the 
entire organisational population was included in each study. Uniform distribution and 
collection channels were used in order that no sampling biases were introduced. 
For the application of some statistical techniques to be adjudged appropriate, specific 
minimum sample sizes are recommended. For factor analytic techniques to be used, for 
example, sample sizes exceeding 200 are recommended by Kline (1986), with specific item: 
factor ratios also recommended by Barrett and Kline (1981) and Arrindel and van der Ende 
(1985). A sample size of around 200 is also recommended by Hammond (1995) when 
applying multiple regression methods to a set of data. For each statistical analysis carried out 
in the following studies, attempts were made to secure sample sizes of above 200. In some 
cases, this was not possible and the reader is recommended to exercise appropriate caution 
when interpreting results deriving from these datasets. The sample details for each analysis 
and their consistency with published recommendations are reported throughout Chapters 5-8. 
The size and content of any research sample will affect the type, level and general isabi I ity of 
analysis that can be undertaken. If one of the aims is to apply statistical analyses to the data, 
total sample sizes will significantly influence the accuracy of results reported by statistical 
tests. This is due to the statistical 'power' required to accurately report significance, or non- 
significance, taking into account type of statistical test, effect sizes observed by the research, 
significance level employed and sample size. Cohen's (1988; 1992) recommendations for 
acceptable levels of power were observed throughout the thesis to ensure that samples reached 
sufficient levels to accurately reflect expected effect sizes in the data. 
4.3.4.4 C'aausality in correlational relationships 
The issue of causality in correlational designs is relevant to much organisational research. As 
noted by, for example, Judd, Smith and Kidder (1991), the existence of a relationship between 
two variables does not mean that one of them causes the other. While it is a necessary 
condition for a causal relationship to be inferred between two variables, that they be 
statistically related, the existence of this relationship alone is not enough to infer causalit\. In 
man\ areas of organisational research, correlational relationships bethween study variables 
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cannot truly be treated as causal since an element of reciprocity exists bemeen them. That is, 
they both affect each other to some degree. 
Consider, for example, the relationship between job satisfaction and organisational 
commitment. The latter variable has often been treated as an outcome measure within the OB 
literature (e. g. Guest and Conway, 1997), whilst the former is generall} regarded as an 
affective reaction to a particular element of the workplace (e. g. Locke, 1976). It could be 
argued, then, that experiencing increased levels of job satisfaction may lead to, or cause, a rise 
in commitment to the employing organisation. However, proving this relationship is less 
straightforward. Multivariate techniques do not assume direction when assessing 
relationships between variables. Thus, while a significant correlational or regressional 
relationship may be reported between job satisfaction and organisational commitment, it 
would not be possible for a researcher to conclude unequivocally from that finding that it was 
increased job satisfaction that led to increased commitment to the company, or that a feeling 
of organisational commitment to the company led to a more positive perception of the job, 
and therefore greater job satisfaction. It would also be possible that another factor or series of 
factors was responsible for both self-reported reactions which, when controlled for, rendered 
negligible the apparent relationship between satisfaction and commitment. 
Multivariate techniques such as multiple regression go some way to controlling for covariance 
in independent variables, yet the degree of reciprocity or causality cannot be accounted for 
statistically using such techniques. The relevance of these observations to the series of studies 
reported in the thesis is that in constructing a model of the predictors (and in some cases, the 
outcomes) of the perceived exchange relationship between individual and employer, some 
degree of causality is necessarily assumed. However, whilst a priori stipulation of directional 
relationships is a requirement of regression-based path modelling techniques, it is noted here 
that in almost all cases investigated within this thesis, some reciprocity will almost certainlti 
exist between study variables. Whilst we can argue, for example, that certain perceptions of 
the organisation and its ability to deliver on the employment deal will impact on the intended 
employment time-frame perceived by an employee, it is also possible (indeed likeIN) that 
employees' expectations and intentions regarding their likely length of stay Nti ith the company 
,, N ill impact on their perceptions of the organisation's effectiveness in delivering on the 
employment deal. Ultimately, the reciprocity-causality debate traverses much of the 
ps,, chological literature. The issue is raised here simply to draw attention to the fact that 
despite implied assumptions of causality in the current series of studies, it is acknowledged 
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that many relationships reported in this thesis are more likely to be based instead on 
reciprocity. 
4.3.4.5 Assumptions of parametric multivariate data analysis 
Finally, parametric multivariate analyses such as those utilised in the current set of studies 
impose fairly strict requirements on the nature of the data which may be appropriately 
analysed. To ensure that the data in the case of each statistical procedure were suitable for 
parametric analysis, for each dataset presented in Chapters 5-8: 
" Screening for outliers and missing data was undertaken; 
" Normality of each variable was assessed (and transformed where significant skeNý or 
kurtosis was reported); 
" In the case of predictive regressional techniques, degree of multicollinearity between 
variables was identified, with the reader's attention drawn to situations where a model's 
conditioning index approached 30 while simultaneously reporting two variance 
proportions greater than . 5, 
likely to represent an instance of multicollinearity where 
regression-based techniques become inappropriate (Tabachnick and Fidell, 1996: 104). 
4.4 SUMMARY OF CHAPTER 4 
This chapter has outlined some of the principal methods adopted by workers in the 
psychological contract research field. These have ranged from unstructured qualitative (e. g. 
Argyris, 1960; Levinson, 1962), through structured qualitative (e. g. Herriot et al, 1997), to 
quantitative (e. g. Hutton and Cummins, 1997: Millward and Hopkins, 1998) investigative 
techniques. Rousseau and Tijoriwala (1998) argue that these approaches have been variously 
oriented towards investigations of. content (individual and composites of terms that describe 
both individual and group contracts); features (external referents, generally bipolar, against 
which an individual's or group's contract may be compared); or evaluations (involving 
individuals' comparative judgements, setting their actual experience against an existing 
psychological contract). 
The current series of studies recognises the fact that psychological contract research is often 
required to reconcile two competing demands: obtaining specific idiosyncratic information 
meaningful to the individual, and de\ eloping standardised assessments generalisable to other 
people and settings (Robinson and Wolfe Morrison, 1997: Rousseau and Tijoriý, ýala, 1998). 
As a result, the methods and in\ estigati\ e approaches proposed in this chapter to form the 
empirical backbone of the studies presented in Chapters 5-8, ha\e been selected for their 
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ability to deliver in both of these areas. Thus, psychometric instruments will be selected. 
developed or adapted to uncover the content of individuated psychological contracts. as %ýell 
as the features of these contracts, which exist at the aggregated and generalisable group le%cl. 
Whilst a number of potential drawbacks exist to the use of the methods presented in this 
chapter, a range of measures have been proposed which should allow conclusions dran from 
the analyses to be acceptably robust and accurate. 
The following four chapters will empirically apply the methods outlined above, in an attempt 
to ascertain both the content and characteristics of psychological contracts across a range of 
organisational samples. 
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CHAPTER 5 
THE PSYCHOLOGICAL CONTRACT SCALE: A VALID AND 
USEFUL INSTRUMENT? 
5.1 INTRODUCTION 
The discussion so far suggests that the psychological contract is a multidimensional concept 
characterising the exchange relationship between employee and employer (both in terms of 
content and process). It can exist at an individual and possibly also at the group level, and is 
theoretically independent from existing workplace constructs, with important implications for 
performance at work. As regards measurement and quantification, numerous alternatives 
have been discussed, ranging from the qualitative to the quantitative and generalisable, with 
substantial evidence for the utility of each (see Chapter 4 for a comprehensive discussion). In 
terms of the dimensionality of the concept, various elements have been forwarded as denoting 
the `content' of the psychological contract, although these elements have yet to be rigorously 
tested across samples. The issue of process has gained increased currency in the latter part of 
this decade. Some researchers (e. g. Herriot and Pemberton, 1996a; 1997, Herriot, Hirsh and 
Reilly, 1998) have argued that whilst content-focused approaches to contract measurement 
necessarily result in only temporally-restricted, snapshot accounts, focusing on the process of 
contracting is more likely to yield a useful, generalisable framework. Within such a 
framework, it is argued, the details of predictors, content and outcomes of the psychological 
contract concept may be more fruitfully explored. 
As discussed in Chapter 4, this thesis recognises the importance of general isabi I ity to 
organisational research, in that it is only through the use of comparable methodologies that the 
assessment of individual and group similarities and differences may be explored. It is also 
clear that the development of a common framework within which to explore a concept as 
complex and multidimensional as the psychological contract is a desirable step forvtiard for the 
field, serving as a means of integrating diverse theoretical and operational perspectives. As 
such, definition of the predictors, content and consequences of the psychological contract (as 
an individually-held representation of the employee-employer exchange relationship) is also 
critical if the concept is to become a useful and important explicator of the contemporar\ 
emplo-N ment scenario. 
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The discussion of measurement issues presented in Chapter 4 suggests the potential utility of a 
psychometric approach so long as a suitably broad and comprehensive operationalisation of 
the contract and its constituent characteristics can be developed. As noted earlier, man', 
recent researchers have called for conceptual clarity in the psychological contract field, ww ith 
agreement to be reached on constituent components of the construct (e. g. Anderson and 
Schalk, 1998; Arnold, 1996; Millward and Brewerton, 2000; Guest. 1998b). Whilst various 
conceptualisations of the construct have been presented (e. g. Barksdale and McFarlane Shore. 
in press; MacNeil, 1985; Rousseau, 1995; Wade-Benzoni and Rousseau, 1997), none of these 
have yet been sufficiently rigorously tested in order to infer their unequivocal validitN. Most 
recent suggestions by, for example, Millward and Herriot (1999) and Millward and Brewerton 
(2000) advocate the use of multidimensional measures of the construct in order to more 
accurately conceptualise its complex, dynamic and interdependent nature. As also noted 
earlier, the relationship between the psychological contract construct and existing measures of 
workplace reaction must also be established in order for the relative conceptual and empirical 
independence of the construct to be ascertained. 
The first principal research aim is to develop and standardise a measure of the psychological 
contract that will allow its complex reality to be adequately conceptualised, and which will 
confirm its status as a distinct construct, empirically independent from existing traditional 
workplace constructs. Specifically, the hypotheses tested include: 
Hypothesis 1: The individually-held outcome of the exchange process (the psychological 
contract) can be conceptualised and quantified in terms which will reflect 
the complexity and dynamic nature of the contracting process (at the 
individual level); 
Hypothesis 2: The psychological contract can be quantified in terms which will allow 
comparison across both individuals and groups; 
Hvpothc'sis 3: Operationalisation and quantification of the psychological contract's ill 
demonstrate the concept's distinctiveness from other workplace constructs. 
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5.2 THE PSYCHOLOGICAL CONTRACT SCALE - EVIDENCE PRESENTED %ND 
OUTSTANDING ISSUES 
Work by Millward and Hopkins (1998) in developing the Psychological Contract Scale (PCS) 
went some way to establishing: (a) possible core elements of the percei"ed exchange 
relationship between employee and employer; (b) the empirical independence of the 
psychological contract concept from other workplace concepts, most notably organisational 
commitment; and (c) the potential utility of psychometric approaches for exploring 
similarities and differences in contractual orientation at group level. The content of the PCS. 
with its development informed by previous research efforts, particularly those of MacNeil 
(1985), Rousseau and McLean Parks (1993) and Rousseau (1995: pp. 90-95), the instrument's 
'" apparent psychometric robustness (albeit established via a single medium-sized sample), and 
suggested independence from existing workplace measures, commended its use to the current 
research effort. It was felt that by establishing the psychometric properties of the PCS across 
further organisational samples, and exploring in more depth its underlying conceptual basis, 
that a generalisable and useful means of assessing the exchange relationship between 
employee and employer could be developed. 
The intention of this first set of studies, then, was to build on work originally undertaken by 
Millward and Hopkins (1998) in establishing the psychometric properties of the Psychological 
Contract Scale (PCS) over a series of workplace samples. Whilst the original set of 
procedures undertaken by these researchers was built on solid theoretical bases, it appeared 
that empirical replication of their posited factor structure would be critical to inferring 
general isabi I ity of the original research findings, in addition to confirming the psychometric 
robustness of the scale. The hypotheses driving the following studies then, focused on the 
replicability of alternative factor structures used to describe PCS data (and thus on the 
instrument's construct and content validity), the independence or otherwise of the PCS when 
compared against existing measures of workplace reaction (construct validity) and the utility 
of the PCS in predicting individual performance criteria at work (criterion validity). The 
follo\ý ing research questions were thus developed: 
I. Is the tvtio-factor structure of the PCS as originally advocated by Millward and 
11opkins (1998) replicable across samples? 
?. Is the twwo-factor structure of the PCS the most accurate representation of data 
collected using the instrunment, and thus of the ps\ chological contract concept? 
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3. How do component dimensions of the PCS relate to existing measures of workplace 
reaction such as organisational commitment and job involvement, and to biographical 
indicators such age and gender? 
4. Can the component dimensions of the PCS predict performance-related outcomes at 
work? 
5. Is the content-, construct- and criterion-related validiri of the PCS sufficient to infer 
its robustness and utility as a framework for assessing the psychological contract 
concept at work? 
5.3 METHOD 
5.3.1 Samples - Studies 1-6 
The results presented below are derived from five different industrial samples comprising 
2,760 respondents in all. The composition of each sample is described below: 
" Insurance - the sample was drawn from a firm of UK insurance brokers, comprising all 
levels and disciplines of staff and exhibited the following properties: 
" Total sample size = 882 (representing a 51 % response rate) of which 37% were 
female; 
" Age ranged from 16 to 55+ years, with a mode of 35-39 years; 
0 100% were in full-time employment, with organisational tenure ranging from 0-47 
years, with a mean of 10.5 years and standard deviation of 9.4 years. 
9 Engineering - the sample was drawn from a firm of UK building contractors, comprising 
supervisory and management staff only (i. e. not operational staff) and exhibited the 
following properties: 
" Total sample size = 473 (representing a 52% response rate) of which 13% were 
female; 
" Age ranged from 16 to 55+ -Nears, with a mode of 35-39 years; 
" 100% were in full-time employment, ýti ith organisational tenure ranging from 0-36 
years, with a mean of 8.2 years and standard deviation of 7.56 Fears. 
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0 Cinema - the sample derived from a major cinema chain, comprising all levels of staff 
from front-of-house cinema staff to Head Office senior management. The sample 
exhibited the following properties: 
" Total sample size = 784 (representing a 25% response rate) of "hich 54% wk ere 
female; 
0 Age ranged from 16 to 55+ years, with a mean of 25-29 y ears: 
" Organisational tenure ranged from 0-48 years, with a mode of 5.3 years and standard 
deviation of 7.5 years. 
" Telemarketing - the sample was drawn from a major UK call-centre, and comprised 
largely telephone agents. A small number of supervisory and managerial staff were also 
included in the sample . 
The sample exhibited the following properties: 
" Total sample size = 144 (representing a 34% response rate) of which 43% were 
female; 
0 Age ranged from 16 to 55+ years, with a mean of 26 years and standard deviation of 7 
years; 
" Organisational tenure ranged from 0.5-5 years, with a mean of 9 months and standard 
deviation of 1 year. 
" Number of sub-samples derived from various UK-based organisations, as reported in 
Miliward & Hopkins (1998), with the following properties: 
" Total sample size = 476 (representing a 40% response rate) of which 54% were 
female; 
" Age ranged from 16 to 60 years, with a mean of 33 years and standard deviation of 12 
years; 
" 77% were in full-time employment, with organisational tenure ranging from 0-34 
years and a mode of 0-2 years. 
5.3.2 Measures - Studies 1-6 
For each sample, employees completed a self-administered questionnaire. In all instances, the 
first tNN o sections of the questionnaire comprised a biographical section and the Psychological 
Contract . Scale (PCS) (MilINNard & Hopkins, 1998). Section 1 sought demographic 
information on age, gender. t\ pe! Iev el of job and number of years in current organisation. 
Section 2 comprised the PCS in the form of 32 statements tapping into contractual 
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orientations to work, whose content vas based largely on the «ork of Rousseau (1995) and 
Rousseau and McLean Parks (1993). Items in the form of statements (see Appendix 1) were 
responded to on 7-point Likert scales anchored by 'strongly agree' (7) through to 'stron`gk 
disagree' (1). Other sections of the questionnaire varied across samples (see Table 5.1 for a 
summary of these against each of the five samples employed). 
The Organizational Commitment Questionnaire (OCQ) was completed by two samples 
(mixed sample and teleworker sample). The OCQ (developed by Porter and Smith, 1970) is a 
widely used 15-item scale designed to measure the extent to which employees feel committed 
to their employing organisation. The scale includes items tapping feelings of Ioyaltý toward 
the organisation, willingness to exert a great deal of effort to achieve organisational goals and 
acceptance of the organisation's values. All items represent statements to which responses are 
made on 7-point Likert scales, anchored by `strongly agree' and 'strongly disagree'. Sample 
items include `I talk up this organisation to my friends as a great organisation to work for' and 
`I am proud to tell others that I am part of this organisation'. A measure of overall 
commitment is obtained by taking the mean score across all 15 items. The OCS is supported 
by extensive psychometric data obtaining Cronbach's alphas ranging from 0.84 to 0.91 
(Ivancevich, 1979; Jermier and Berkes, 1979). In the present study, alpha reliability values of 
0.91 (n = 142) and 0.74 (n=451) were obtained, indicating a satisfactory degree of inter-item 
consistency, according to Kline (1993). 
Four samples (telemarketing, insurance, engineering, cinema) also completed the outcome 
measure `intent to leave'. Use of this measure is argued to be more accurate than a simple 
cataloguing of staff turnover since the latter procedure does not consider wider environmental 
or economic trends within the marketplace which may influence apparent leaving behaviours 
(Carsten & Spector, 1987). The `intent to leave' item selected for use in the current study was 
adapted from Angle & Perry (1981) and discussed by Muchinsky & Tuttle (1979). Two 
samples (telemarketing and cinema) also reported absenteeism levels over a prescribed period. 
One sample (telemarketing) also completed Lodahl and Kejner's (1965) Job Involvement 
Scale (JIS) (single scale) and Kunin's (1955) single-item Job Satisfaction measure (adapted; 
single scale). These measures were included with a view to validating the PCS against ý arious 
NNell-established measures of Nwrkplace reaction. Lodahl & Kejner (1965) report a corrected 
split-half reliability of . 
77 (n=253) for the JIS. The current study reported a corrected split- 
halfreliabilit, of. 80 (n=142), and an o\erall Cronbach's alpha of. 86 (n=142). 
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Table 5.1: Summary of measures administered across each of five different samples 
Measures Sample 
Biographical Section (n=2,760) All fire samples (n=2,760) 
Psychological Contract Scale (n=2,760) All five samples (n=2.760) 
Organisational Commitment Questionnaire 
(n=620) 
Mixed sample (n=476) 
Telemarketing sample (n=144 ) 
Intent to Leave (n=2,284) Insurance (n=882) 
Engineering (n=474) 
Telemarketing (n=141) 
Cinema (n=784) 
Absence (n=928) Telemarketing (n=144) 
Cinema (n=784) 
Job Involvement (n=144) Telemarketing (n=141) 
Job satisfaction (n=144) Telemarketing (n=144) 
5.3.3 Procedure - Studies 1-6 
Study I- Revisiting Millward and Hopkins' (1998) Proposed Factorial Solution 
In order to explore the Psychological Contract Scale's factor structure, as originally 
documented by Millward and Hopkins (1998), the researchers' original dataset (n=476) was 
obtained. Original selection of a two-factor solution was based on theoretical grounds, i. e. that 
items would load onto either a `relational' or `transactional' dimension in accordance with the 
work of Rousseau (1989) and Rousseau and McLean Parks (1993). Millward and Hopkins 
(1998) assumed that a transactional contract is one defined in terms of a monetary exchange 
where the individual is compensated for satisfactory performance, being employed purely in 
terms of current value to the employer. A relational contract, they argued, is characterised by 
a long-term partnership, where a relationship is established between employee and employer, 
and both monetary and non-monetary benefits (such as loyalty, commitment and trust) are 
exchanged. 
A confirmatory principal components factor analysis was undertaken .N ith the data, using an 
obliquely rotated (as orthogonality' of the constructs was not expected), forced to factor 
solution (as the original two-factor structure as expected to be replicated). The application 
of factor analytic procedures upheld guidelines suggested by a number of researchers, in that: 
1. The sample NN as heterogeneous, taken from a number of organisations with sample 
members ý\ orking in av ariet` of jobs (as suggested by Kline, 1993). 
'. The sample comprised 476 members, signnificantIN exceeding the 100 minimum suggested 
h\ Barrett and Kline (1981): 
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3. The item: subject ratio was 15: 1, significantly greater than that suggested by Barrett and 
Kline (1981), and approaching the conservative criterion suggested by Arrindel and van 
der Ende, 1985). 
Study 2- Replicating Two- and Four-Factor PCS Solutions 
In order to attempt replication of findings obtained by Study 1, a new sample of emploNees 
was obtained, this time from the UK construction industry. It was decided that the following 
analyses should be carried out with the data to provide supporting or refuting evidence for the 
two proposed factorial solutions obtained in Study 1: 
" Scree/eigenvalues tests to identify the appropriate number of factors to rotate: 
" Maximum likelihood forced two-factor factor analysis on the theoretical grounds 
proposed by Millward and Hopkins (1998); 
0 Maximum likelihood confirmatory factor analysis on the empirical grounds suggested by 
Scree/eigenvalues tests; 
" Internal consistency reliability analysis to infer robustness of item-factor relationships. 
As with Study 1, the application of factor analytic procedures upheld guidelines suggested by 
a number of researchers, in that: 
1. The sample was fairly heterogeneous (although less cosmopolitan than that used in the 
first study), taken from a single organisation across jobs and grades, but slightly restricted 
in range as noted below; 
2. The sample comprised 473 members, significantly exceeding the 100 minimum suggested 
by, e. g. Barrett and Kline (1981); 
3. The item: subject ratio was 15: 1, significantly greater than that suggested by Barrett and 
Kline (1981), and approaching the conservative criterion suggested by Arrindel and van 
der Ende, 1985). 
Sturdy 3- Repeated Replication of Two- and Four-Factor PCS Solutions 
Once again, a new sample of employees was obtained, this time from the UK insurance 
industry. It was decided that identical analyses to those undertaken in Study 2 should be 
carried out with the data to provide further supporting or refuting evidence for the two 
proposed factorial solutions. 
As NN ith Studies I and 2, the application of factor analytic procedures upheld guidelines 
suggested by a number of researchers, in that: 
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The sample was fairly heterogeneous, taken from a single organisation across jobs and 
grades, across gender groups, grades and disciplines 
2. The sample comprised 882 members. significantly exceeding the 100 minimum suggested 
by, e. g. Barrett and Kline (1981); 
3. The item: subject ratio was 28: 1, significantly greater than both that suggested bN Barrett 
and Kline (1981), and the conservative criterion suggested by ArrindeI and ý-an der Ende. 
1985). 
Study 4- Final Replication of Proposed Factor Structure 
A final sample of employees was obtained, from the UK cinema industry. It was decided that 
identical analyses to those undertaken in Studies 2 and 3 should be carried out with the data to 
provide supporting or refuting evidence for the proposed four-factor solution suggested by 
earlier findings. 
As with Studies 1-3, the application of factor analytic procedures upheld guidelines suggested 
by a number of researchers, in that: 
The sample was fairly heterogeneous, taken from a single organisation across jobs and 
grades, across gender groups, grades and disciplines 
2. The sample comprised 784 members, significantly exceeding the 100 minimum suggested 
by, e. g. Barrett and Kline (1981); 
3. The item: subject ratio was 25: 1, significantly greater than both that suggested by Barrett 
and Kline (1981), and the conservative criterion suggested by Arrindel and van der Ende, 
1985). 
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Study 5- Analysis of the Discriminant Validity of the PCS 
To explore the discriminant validity of the Psychological Contract Scale, a series of 
established measures of workplace reaction were set against the PCS via factor analytic and 
correlational methods. These analyses were undertaken to infer discriminant validity, and 
hence empirical, as well as conceptual, distinctiveness of the PCS vis-ä-vis other %tiorkplace 
attitude measures. These alternative measures included the Organisational Commitment 
Questionnaire (OCQ) (Porter and Smith, 1970), a 15-item scale which is intended to measure 
the affective component of commitment to one's employing organisation, and the Job 
Involvement Scale (Lodahl and Kejner, 1965), a 20-item scale intended to assess the extent to 
which a person psychologically identifies with his or her job. 
Millward and Hopkins' (1998) original sample was used for the first set of analyses which 
included the OCQ. It was decided that the following analyses should be carried out with the 
data: 
0 Pearson's product moment correlational analysis of all constructs, to explore co- 
variance/independence; 
0 Scree/eigenvalues tests to identify the appropriate number of factors to rotate in 
confirmatory mode; 
0 Maximum likelihood analysis (forcing the number of factors identified by the Scree test) 
as a confirmatory alternative to exploratory principal components factor analysis. 
The telemarketing sample (n=144) was used for the second set of analyses with the OCQ and 
with the Job Involvement Scale. It was decided that the following analyses should be carried 
out with the data, including PCS and OCQ items in analysis I and PCS and JIS items in 
analysis 2: 
" Scree/eigenvalues tests to identify the appropriate number of factors to rotate; 
" Maximum likelihood analysis (forcing the number of factors identified by the Scree test) 
as a confirmatory alternative to principal components factor analysis. 
The application of factor analytic procedures upheld certain guidelines, but contradicted 
others, as detailed below: 
The sample was fairly homogeneous, taken from a single organisation and comprising 
participants largely of the same job and grade; 
2. The sample comprised 144 members, exceeding the 100 minimum suggested by. e. g. 
Barrett and Kline (1981); 
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3. The item: subject ratio was only 5: 1, significantly lower than that suggested by Barrett 
and Kline (198 1). 
Due to the fact that only partial support was pros ided for these guidelines, results from these 
particular analyses should be treated with appropriate caution. 
N. B. Studies 1-5 draw on Maximum Likelihood factor analysis in order to examine 
correlational relationships between study variables. The statistic NLhich gauges the Ie\el of 
`fit' of the model with the data - chi square - has been shown to be dependent on sample size, 
rendering its associated significance level as somewhat limited in meaning. As a result, and in 
line with the recommendation of Tabachnick and Fidell (1996), model-data fit is adjudged to 
be acceptable in the following analyses when the ratio of chi-square to degrees of freedom is 
lower than 3: 1. In cases where this ratio is exceeded, model-data fit will be adjudged to be 
poor. 
Study 6- Using the PCS to predict performance 
In order to explore the relationship between PCS sub-scale scores and performance at work, a 
number of samples also completed self-report `intention to leave' and `absence' measures. 
Actual turnover data were also available for one sample. Correlational and regressional 
relationships between the PCS, existing measures of workplace reaction (OCQ and JIS), and 
these performance indicators, were identified. 
5.4 RESULTS- STUDIES 1-6 
5.4.1 Study 1- Revisiting Millward and Hopkins' (1998) Proposed Factorial Solution 
Maximum Likelihood Confirmatory Factor Analysis was employed to confirm the 
dichotomous factor structure of the PCS originally obtained by Millward & Hopkins (1998) 
using exploratory factor analytic techniques, consistent with Rousseau's (1995) dimensional 
model. All items were rotated obliquely onto two forced factors producing the results 
presented in Table 5.2 below. Please note that factor loadings lower than .3 are omitted 
in the 
interests of clarity. 
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Table 5.2: Two-factor maximum likelihood confirmatory factor analysis of the PCS with 
Millward and Hopkins' original sample (n=476) 
PCS No. Factor 1- 
'Transactional' 
Factor 2- 
`Relational' 
. 
510 
2 
. 447 
3 
. 473 -. 372 
4 
. 
512 
5 
. 
439 
6 
. 
688 
7 
. 710 
8 
. 563 
9 
. 
525 
10 
. 
658 
11 
. 566 
12 
. 581 
13 
. 499 . 611 
14 
. 
462 
15 . 679 
16 . 581 
18 
. 
603 
19 
. 
617 
20 . 531 
21 . 
674 
22 . 728 
23 -. 351 . 352 
24 . 
498 
25 . 
437 
26 . 501 -. 
319 
27 . 536 
28 . 
637 
29 . 
599 
31 . 
387 -. 356 
34 . 751 
35 -. 302 . 
318 
36 . 
497 
As indicated in Table 5.2, four items (17,30,32,33) were excluded from the scale at this 
stage. In three cases (17,30,32) this was due in part to conceptual confusion and in part to 
loNN factor loadings. In the remaining case, exclusion was due to conceptual confusion. 
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As the above analysis shoýtis. a reasonably parsimonious mo factor structure kt as derived as 
suggested by Millward and Hopkins (1998), comprising items that «ere largelk job-, task-. 
short-term goal- and contract-oriented ('transactional orientation' - 20 items) and those that 
were relationship- and development- oriented, focusing on issues of promotion, team%%ork. co- 
operation, skill and career development ('relational orientation' - 13 items). The solution 
converged in 13 iterations, explaining 36.3% of the variance in the data: 28.4% for Factor I 
(eigenvalue = 10.52) and 7.8% for Factor 2 (eigenvalue = 2.90). The factors correlated at r=- 
. 
346. The chi-square test of fit statistic reached 1731.87, df = 188, xN ith an associated 
probability value of p-0. The ratio of chi-square to df was approximately 9, suggesting a 
relatively poor model-data fit (given the a priori fit criterion of 3). 
Some confusion also remained for several items which loaded significantly on both factors, a 
problem noted by Kline (1993), who advocates removal of such items to preserve the 
unidimensionality of obtained factors. These items included 3,13,23,26,31 and 35. To 
explore the stability of each factor, an internal consistency reliability analysis was undertaken 
using Cronbach's alpha criterion. Results are shown in Table 5.3, below: 
Table 5.3: Internal consistency reliability analysis with Millward and Hopkins' (1998) 
original dataset 
Factor Items N Cronbach's a 
`Relational' 13,20,21,22,23,24,25,27,28, 476 . 
842 
orientation 29,34,35 
`Transactional' 1,2,3,4,5,6,7,8,9,10,11,12, 467 . 
896 
orientation 14,15,16,18,19,26,31,36 
This analysis suggested adequate internal robustness for both sub-scales, according to, 
amongst others, Kline (1993), who advocates a minimum alpha value of . 
70 to infer adequate 
dimensional consistency. 
As an alternative to theoretically-driven confirmatory factor analysis (generally regarded as a 
Nveak form of confirmatory factor analysis. after Kline, 1986), the original dataset was 
revisited with a view to determining the most appropriate number of factors to be rotated. 
Cattell's (1966) Scree test has been suggested by a number of researchers, including Kline 
(1986; 1993), as a useful indicator of the most appropriate number of factors to be entered into 
a factor analytic solution. Applying this test to Millward and Hopkins' (1998) data, a four- 
rather than two-factor solution appeared to best describe the data. This was again borne out 
hN eigenvalue anal) sis, which reported four factors exceeding the 1.00 level. Maximum 
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likelihood factor analysis was employed as a confirmatory method (as suggested by Nunnallý, 
1978), with four factors forced onto an oblique rotation. The solution appears in Table 5.4. 
below: 
Table 5.4: Forced four-factor obliquely rotated maximum likelihood factor analysis for 
PCS items using Millward and Hopkins' (1998) original dataset 
PCS No. Factor 1 Factor 2 Factor 3 Factor 4 
1 
. 624 
2 
. 459 
3 
. 
371 
4 
5 
. 
474 
6 
. 751 
7 -. 549 
8 -. 739 
9 
. 
319 -. 312 
10 
. 649 
11 
. 674 
12 
. 589 
13 
. 524 
14 
15 
. 635 
16 
. 546 
18 
. 
861 
19 
. 
864 
20 
. 
372 
21 
. 693 
22 
. 715 
23 
24 
. 
323 
25 
26 
. 576 
27 . 794 
28 . 901 
29 
. 
647 
31 . 328 
34 
. 
523 
. 
335 
35 . 338 
36 . 419 
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Inter-factor correlations were reported as follows: 
Factor Factor I Factor 2 Factor 3 Factor 4 
Factor I X 
. 
131 . 
474 . 
332 
Factor 2 X . 
036 -324 
Factor 3 X . 
390 
Factor 4 X 
The solution converged in 15 iterations, explaining 43.5% of the variance in the data: 26.9% 
for Factor I (eigenvalue = 8.62), 7.3% for Factor 2 (eigenvalue = 2.33), 6.1% for Factor 3 
(eigenvalue = 1.97) and 3.1 % for Factor 4 (eigenvalue = 1.00). The chi-square test of fit 
statistic reached 1909.99, df = 374, with an associated probability value of p-0. The ratio of 
chi-square to degrees of freedom was approximately 5, suggesting a relatively poor fit of 
model to data (considering the a priori maximum acceptable ratio of 3), although a better fit 
than that obtained under the two factor model. 
For this solution, items 4,14,23 and 25 failed to load significantly on any of the four factors, 
with items 9 and 34 loading significantly on two factors. Preliminary definition of each factor 
suggested that Factor I (comprising items 1,2,3,5,6,9,10,11,12,15,16,26,31 and 36) 
was principally concerned with contract-focus, (i. e. working to stipulated targets and hours in 
return for financial recompense). Factor 2 (comprising items 13,20,21,22 and 34) appeared 
to focus on issues of professional development, including promotion, career management and 
training. Factor 3 (comprising items 7,8,18 and 19) addressed issues of employees' 
perceived employment time frame with the organisation, (i. e. whether they intend to stay with 
or leave the organisation in the medium term). Factor 3 also contained an item (35) which is 
conceptually more closely related to professional development than to employment time- 
frame. Finally, Factor 4 (comprising items 24,27,28 and 29) was concerned with employee 
perceptions of equity and justice on the part of the organisation. 
Intuitively at least, it appeared that Factors 1 and 4 were closely related to the 'transactional' 
orientation suggested by Millward and Hopkins' (1998) two-factor solution, whilst Factors 2 
and 3 seemed closer aligned with a `relational' orientation. However, the empirical 
independence of each dimension under confirmatory factor analysis suggested that these 
factors may best be taken in isolation, rather than being subsumed within second order factors. 
To explore the stability of each of the four factors proposed in the above solution. an internal 
consistency reliability analysis as undertaken using Cronbach's alpha criterion. Results are 
shoNN n in Table 5.5, below: 
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Table 5.5: Internal consistency reliability analysis with Millward and Hopkins' (1998) 
original dataset, using confirmatory four factor solution 
Factor Items N Cronbach's a 
Contract-focus 1,2,3,5,6,9,10,11,1 2.476 
15,16,26,31 36 
. 
890 
Professional development 13,20,21,22 34 476 . 774 
Equity 24,27,2829 476 . 
812 
Time-frame 7,8,18,19 470 . 
847 
It was noted that the internal reliability estimate for professional development would increase 
to . 
81 with the removal of item 13, and that the internal reliability for equit} ýýould increase to 
83 with the removal of item 24. Overall, however, the analysis suggested adequate 
robustness for all factors according to the required minimum alpha value of . 
70 to infer 
internal consistency. 
The above analyses suggest that although the theoretical argument for a two-factor solution 
deriving from the PCS items is compelling, a more complex, less parsimonious four-factor 
solution is more empirically appropriate and better accounts for variation in the data. From the 
theoretical perspective, the tentative factor definitions of the four-factor solution appear fairly 
applicable to the conceptualisation of the psychological contract construct originally proposed 
by Rousseau and McLean Parks (1993), and extended by Rousseau (1995). Rousseau and 
McLean Parks (1993) suggested that the construct should address the following factors in the 
employee-employer exchange relationship: stability (dynamic to static); scope (narrow to 
pervasive); tangibility (public and observable to subjective and understood); focus (economic 
or economic and emotional); and time frame (closed-ended and specific to open-ended and 
indefinite). Rousseau (1995) later extended this list to include: formalisation (written to 
written and unwritten) and inclusion (partial to whole person). 
The four-factor solution resulting from the current analysis maps onto a selection of these 
factors, including time fra, ne (addressed by the factor of the same name), inclusion (addressed 
by the professional development factor) and focus/formalisation/tangibility (addressed by the 
contract-focus factor). The equity factor is not addressed directly by Rousseau's (1995) 
conceptualisation, but remains critical to employees' perceptions of justice and fairness in the 
exchange process with the employing organisation (as suggested by Herriot and Pemberton, 
1995; 1996a: 1997). Those of Rousseau's suggested dimensions not covered by the four- 
factor solution include scope (i. e. the job/organisation pervading into the lives of employees). 
and .. i ahility 
(i. e. \\hether the contract is subject to change over time). 
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5.4.2 Study 2- Replicating Two- and Four-Factor PCS Solutions 
In order to replicate findings obtained by Study 1. a nevL sample of emplo\ees as obtained, 
this time from the UK building industry (n=474). Scree/eigenvalue tests suggested that the 
most appropriate number of factors to feed into a rotated solution Evas, as %N ith Study 1, four. 
However, prior to this, the theoretically-driven confirmatory factor analytic solution suggested 
by Millward and Hopkins (1998) was applied to the data, (i. e. a forced tv'o-factor, obliquel. - 
rotated solution using the maximum likelihood method). Results of the analysis are shown in 
Table 5.6, below: 
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Table 5.6: Confirmatory two-factor, obliquely rotated principal components factor 
analysis with engineering industry sample (n=474) 
PCS No. Factor 1- 
'Transactional' 
Factor 2- 
`Relational' 
-. 387 
2 
3 -. 386 
4 -. 316 
5 
. 
358 
6 
7 
. 
839 
8 -. 776 
9 -. 365 
10 
11 
12 
13 
. 551 
14 
15 -. 361 
16 
18 
. 
885 
19 
. 
901 
20 
. 
567 
21 
. 
851 
22 
. 
779 
23 
. 
661 
24 
. 575 
25 
26 
. 
463 
27 . 550 
28 . 578 
29 . 
336 
31 -. 385 
14 . 
308 
. 
621 
35 
36 . 
490 
The solution converged in 7 iterations, explaining 28.8% of the variance in the data: 20.9% 
for Factor I (eigenvalue = 6.69), and 7.9% for Factor 2 (eigenvalue = 2.53). The chi-square 
test of fit statistic reached 1982.865, df = 433, NN ith an associated probability value of p--0. 
The factors correlated at . 
161. The ratio of chi-square to degrees of freedom ýý as 
approximatel\ 5. again suggesting a relati\ el\ poor fit of model to data (since the a priori 
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maximum acceptable ratio was 3). 
This solution clearly shows a number of discrepancies with the equivalent solution carried out 
in Study 1. Firstly, items 2,6,10,11,12,14,16,25 and 35 failed to load significantly on 
either factor. Secondly, only items 5,13,20,21.22 and 34 loaded significantly on Factor 2- 
the `relational' factor, with all remaining items loading significantly on Factor I- the 
'transactional' factor. 
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A replication of the maximum likelihood, confirmatory, obliquely-rotated, forced-four factor 
analysis introduced in study I was then undertaken. Results are shown in Table 5.7. below. 
Table 5.7: Forced four-factor obliquely rotated maximum likelihood factor analysis for 
PCS items using engineering industry sample (n=474) 
PCS No. Factor I Factor 2 Factor 3 Factor 4 
1 
. 447 
2 
. 
318 
3 
. 
394 
4 
. 434 
5 
. 
359 
6 
. 
466 
7 
. 807 
8 -. 627 
9 
. 511 
10 
. 
598 
11 
. 
643 
12 
. 515 
13 
. 
486 
14 
15 
. 
521 
16 
. 
633 
18 
. 782 
19 
. 869 
20 
. 638 
21 
. 
876 
22 
. 
846 
23 
. 322 -. 481 
24 -. 513 
25 
26 -. 325 
27 -. 821 
28 -. 774 
29 -. 334 
31 
34 
. 547 -. 487 
35 -. 403 
36 -. 311 
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Inter-factor correlations were as follows: 
Factor Factor 1 Factor 2 Factor 31 Factor 4 
Factor I X 
. 
087 -. 254 -. 403 
Factor 2 X 0.01 -. 25 1 
Factor 3 X . 
184 
Factor 4 X 
The solution converged in 14 iterations, explaining 41 .1% of the variance 
in the data: 21 .1% 
for Factor I (eigenvalue = 6.74), 8.0% for Factor 2 (eigenvalue = 2.57), 8.3% for Factor 3 
(eigenvalue = 2.66) and 3.6% for Factor 4 (eigenvalue = 1.16). The chi-square test of fit 
statistic reached 813.27, df = 374, with an associated probability value of p--0. The ratio of 
chi-square to degrees of freedom was approximately 2, suggesting an acceptable fit of model 
to data. 
For this solution, items 14,25 and 31 failed to load significantly on any of the four factors 
(items 14 and 25 also failed to load significantly on any factor in Study 1), with items 23 and 
34 loading significantly on two factors (item 23 failed to load significantly in study 1, whilst 
item 34 loaded on two factors in the previous study). Definition of each factor suggested that 
Factor 3 (comprising items 1,2,3,4,5,6,9,10,11,12,15,16,26,31 and 36 - item 4 was 
gained from study 1, items 31 and 36 lost) was principally concerned with contract-focus. 
Factor 2 (comprising items 13,20,21,22 and 34 - as per Study 1, but for item 34 also loading 
on Factor 3) addressed issues of professional development. Factor 4 (comprising items 24, 
27,28,29,35 and 36 - items 35 and 36 were gained from study 1) was concerned with 
employee perceptions of equity and justice. Finally, Factor 3 (comprising items 7,8,18 and 
19 - as per study 1) addressed issues of employees' perceived employment time frame with 
the organisation. 
Internal consistency reliability assessments were made for each of these altered factors, as 
shown in Table 5.8, below. 
Table 5.8: Internal consistency reliability analysis with engineering industry sample 
(n=474), under confirmatory four factor solution 
Factor Items N Cronbach's a 
Contract-focus 1,2,3,4.5,6,9,10,11,12, 
15,16,26, M36 
433 
. 
775 
Professional development 13.20,21.22 34 447 . 
814 
Equity 24.27,28,29,35,36 361 . 
750 
Time-frame 7,8,18.19 423 . 
914 
Pact: 1' S 
I he alpha for contract-focus increased to . 
81 with the remo,. al of item 2. and the alpha for 
professional development increased to . 
84 with the removal of item 13. Overall, ho%ý e% er. the 
analysis suggested adequate robustness for all factors according to the required minimum 
alpha value of . 
70 to infer internal consistency. 
Study 2's failure to replicate Millward and Hopkins' (1998) originally-proposed, 
theoretically-driven two-factor structure for PCS items gave some cause for concern. Once 
again, the four-factor solution, at least from an empirical perspective, appeared to be a more 
successful, and generalisable, representation of the data. However, due to the possibility of 
range restriction with study 2's sample, as well as the possibility of sample specificity, 
another organisational sample was obtained and the analyses re-run. 
5.4.3 Study 3- Repeated Replication of Two- and Four-Factor PCS Solutions 
Once again, a new sample of employees was obtained, this time from the UK insurance 
industry (n=882). Scree/eigenvalue tests suggested that the most appropriate number of 
factors to feed into a rotated solution was, as with the previous two studies, four. However, 
prior to this, the theoretically-driven confirmatory factor analytic solution suggested by 
Millward and Hopkins (1998) was applied to the data (i. e. a forced two-factor, obliquely- 
rotated solution using the maximum likelihood method). Results of the analysis are shown in 
Table 5.9, below. 
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Table 5.9: Confirmatory two-factor, obliquely rotated principal components factor 
analysis with insurance industry sample (n=882) 
PCS No. Factor I- 
'Transactional' 
Factor 2- 
`Relational' 
1 
2 
3 
4 
5 
6 
7 
. 689 
8 -. 769 
9 
10 -. 305 
11 
12 
13 -. 322 . 729 
14 
15 
16 
18 
. 
907 
19 
. 
913 
20 . 
671 
21 . 856 
22 . 
899 
23 . 
344 
24 . 
475 
25 
26 . 316 
27 
28 . 
344 
29 . 346 
31 
34 . 638 
35 . 
341 
36 . 408 
The solution converged in 15 iterations, explaining 26.7% of the variance in the data: 20.0% 
for Factor I (eigenvalue = 6.40), and 6.7% for Factor 2 (eigenvalue = 2.14). The chi-square 
test of fit statistic reached 2831.857. df = 433, with an associated probability value of p-0. 
The factors correlated at . 463. The ratio of chi-square to degrees of freedom was 
approximately 7. suggesting (as '\ ith Studies l and 2 under a twwo-factor model) a relatikel\ 
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poor fit of model to data. 
As with the equivalent solution in Study 2, this solution clearly sho"Ns a number of 
discrepancies with the original solution carried out in Study 1. Firstly. items 1,2,3.4.5,6,9, 
11,12,14,15,16,25,27 and 31 failed to load significantly on either factor. Secondly, only 
items 13,20,21,22,23,24,28 and 34 loaded significantly on Factor 2- the 'relational' 
factor, with all remaining items loading significantly on Factor I -the `transactional' factor. 
A replication of the maximum likelihood, confirmatory, obliquely-rotated, forced-four factor 
analysis introduced in Study I and repeated in Study 2 was then undertaken. Results are 
shown in Table 5.10, below. 
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Table 5.10: Forced four-factor obliquely rotated maximum likelihood factor analysis for 
PCS items with insurance industry sample (n=882) 
PCS No. Factor 1 Factor 2 Factor 3 Factor 4 
1 
. 
498 
2 
. 
328 
3 
4 
. 
346 
5 
. 
434 
6 
. 
439 
7 
. 651 
8 -. 671 
9 
10 
. 506 
11 
. 
466 
12 
. 
496 
13 
. 630 
14 
15 
. 454 
16 
. 503 
18 
. 823 
19 
. 
808 
20 
. 598 
21 
. 
875 
22 
. 
869 
23 
. 
366 
24 
. 
331 . 
329 
25 
26 -. 513 
27 
. 719 
28 . 884 
29 . 312 
31 -. 439 
34 
. 
495 
. 
386 
35 
36 -. 445 
Inter-factor correlations were as follows: 
Factor Factor I Factor 2 Factor 3 Factor 4 
Factor I X . 142 . 
336 -. 301 
Factor 2 X . 
323 -. 373 
Factor 3 X -. 232 
Factor 4 x 
Pul 112 
IIC 
The solution converged in 10 iterations, explaining 35.9% of the \ ariance in the data: 20.3% 
for Factor I (eigenvalue = 6.49), 6.8% for Factor 2 (eigenvalue = 2.17). 3.8° o for Factor 3 
(eigenvalue = 1.23) and 5.0% for Factor 4 (eigenvalue = 1.60). The chi-square test of fit 
statistic reached 1213.56, df = 374, with an associated probabilit" value of p-0. Here, the 
ratio of chi-square to degrees of freedom was approximately 3. suggesting an acceptable 
degree of fit between model and data, based on a priori assumptions. 
For this solution, items 3,9,14,25, and 35 failed to load significantly on any of the four 
factors (items 14 and 25 also failed to load significantly on any factor in Studies I and 2), vti ith 
items 24 and 34 loading significantly on two factors (item 34 loaded on two factors in both 
previous studies). Definition of each factor suggested that Factor 4 (comprising items 1,2,4, 
5,6,10,11,12,15,16,26,31 and 36) was principally concerned with contract-focus. Factor 
2 (comprising items 13,20,21,22,24 and 34 - as per Study 1, but for item 34 also loading on 
Factor 3, and for the addition of item 24 which also loaded on Factor 3) addressed issues of 
professional development. Factor 3 (comprising items 23,24,27,28 and 29) was concerned 
with employee perceptions of equity and justice. Finally, Factor I (comprising items 7,8,18 
and 19) addressed issues of employees' perceived employment time frame with the 
organisation. 
Internal consistency reliability assessments were made for each of these altered factors, as 
shown in Table 5.1 1, below: 
Table 5.11: Internal consistency reliability analysis with insurance industry sample, 
under confirmatory four factor solution 
Factor Items N Cronbach's a 
Contract-focus 1,2,4,5,6,10,1 1,12,15, 
16,26,31,36 
879 . 788 
Professional development 13,20,21,22,24.34 882 . 
846 
Equity 23,24,27,28,29 881 . 768 
Time-frame 7,8,18,19 880 . 
876 
The analysis suggested adequate robustness for all factors according to the required minimum 
alpha value of . 
70 to infer internal consistency. 
To gauge the contribution made by each item to the factor analytic solutions presented in the 
three studies, an item-factor membership anal% sis xý as conducted, as sho\ý n in Table 5.1-2. 
beloNN. The table shows the number of times each item loaded significantly on each of the 
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four proposed factors over the course of the three studies. Strict criteria were placed on 
subsequent item selection. Namely, that in order to be selected as representing a particular 
factor, an item should have loaded significantly on that factor on all three occasions, and 
should not have loaded on any other factor more than once. 
Table 5.12: Item-factor membership analysis across Studies 1-3 
PCS No. Factor l- 
contract-focus 
Factor 2- 
development 
Factor 3- 
equity 
Factor 4- time- 
frame 
1 3 
2 3 
3 2 
4 2 
5 3 
6 3 
7 3 
8 3 
9 2 1 
10 3 
11 3 
12 3 
13 3 
14 
15 3 
16 3 
18 3 
19 3 
20 3 
21 3 
22 3 
23 2 
24 1 3 
25 
26 3 
27 3 
28 3 
29 3 
31 
34 3 3 
35 11 
36 2 1 
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Applying the criteria laid down before the analysis . gas undertaken, the following item-factor 
relationships appear: 
Factor 
Contract-focus 
Professional development 
Equity 
Time-frame 
Contributory items 
1,2,5,6,10.11.12,15,16,26 
13,20,21,22 
24,27,28,29 
7,8,18,19 
The total number of items selected now numbers 22, having been reduced bN 10 from the 32 
originally proposed in Millward and Hopkins (1998). Of course, such a measure omits a 
number of potentially useful items (most notably, perhaps, item 34 which loaded significantly 
on both the professional development and equity factors in all three studies, but also items 3, 
4,23 and 31 all of which loaded significantly on a single factor in two of the three studies). 
However, in the interests of parsimony and to uphold guidelines on the importance of 
unidimensionality of rotated factors (Kline, 1993), the items selected conformed to the 
strictest criteria. To confirm the internal consistency of each factor, reliability analyses using 
Cronbach's alpha criterion were undertaken once again for each of the three samples used. 
Results are shown in Table 5.13, below: 
Table 5.13: Internal consistency reliability analyses for final proposed factors 
Factor Items Alpha: Alpha: Alpha: 
Study I Study 2 Study 3 
Contract-focus 1,2,5,6,10,11,12,15,16, 
. 
860 . 758 . 744 
26 (n=476) (n=455) (n=879) 
Professional 13,20,21,22 . 720 . 771 . 
837 
development (n=476) (n=450) (n=882) 
Equity 24,27,28,29 . 
812 
. 734 . 736 (n=476) (n=465) (n=881) 
Time-frame 7,8,18,19 . 
847 
. 
914 
. 
876 
(n=476) (n-423) (n=880) 
Items contributing to each factor folloNN ing exclusion of low- and dual-loading items appear 
beloNN 
Contract-focus 
"I do this job just for the mone,.; 
"I prefer to NN ork to a strictIN defined set of Nti orking hours; 
"I expect to be paid for any overtime I do; 
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"I come to work purely to get the job done: 
"I only carry out what is necessary to get the job done: 
" As long as I reach the targets specified in my job I am satisfied; 
"I work only the hours set out in my contract and no more, 
"I work to achieve the purely short term goals of my job; 
" My commitment to this organisation is defined by my contract: 
" My job means more to me than just a means of paying the bills. 
Professional development 
" This job is a stepping stone in my career development; 
"1 expect to develop my skills (via training) in this company; 
"1 expect to gain promotion in this company with length of service and effort to achieve 
goals; 
"I expect to grow in this organisation. 
Equity 
"I feel part of a team in this organisation; 
"I feel this company reciprocates the effort put in by its employees; 
" The organisation develops/rewards employees who work hard and exert themselves; 
"1 am motivated to contribute 100% to this company in return for future employment 
benefits. 
Time-frame 
"I intend to stay in this job for a long time; 
" My long term future does not lie with this organisation; 
" My long term future lies within this organisation; 
"I will work for this company indefinitely. 
To lend confirmatory weight to this factor structure, it was decided that a final sample .ý ould 
be required on which to conduct confirmatory factor analysis and internal consistency 
reliability analysis. 
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5.4.4 Study 4- Final Replication of Proposed Factor Structure 
A final sample of employees was obtained from the UK cinema industry (n=784). 
Scree/eigenvalues tests revealed that the data could best be accounted for ý is a four-factor 
solution. It was decided that only the PCS items listed in Table 5.13, above, would be entered 
into the analysis in order to assess the parsimony of the proposed solution. A maximum 
likelihood confirmatory factor analysis was undertaken, forcing four obliquely-rotated factors 
into simple structure. The result appears in Table 5.14, below. 
Table 5.14: Forced four-factor obliquely rotated maximum likelihood factor analysis for 
PCS items with cinema industry sample (n=784) 
PCS No. Factor 2 Factor 1 Factor 3 Factor 4 
1 
. 
487 
2 
. 
492 
5 
. 
424 
6 
. 
632 
7 
. 763 
8 
. 722 
10 
. 576 
1 
. 595 
12 
. 
434 
13 
. 
629 
{ 
15 
. 523 
16 
. 583 
18 
. 
880 
19 
. 
903 
20 
. 507 
21 
. 
778 
?2 
. 724 
24 -. 570 
26 
. 
369 
27 -. 721 
28 -. 579 
29 -. 317 
Inter-factor correlations were as follows: 
Factor Factor 1 Factor 2 Factor 3 Factor 4 
Factor I X -. 284 . 
348 
. 
443 
Factor 2 X -. 227 -. 144 
Factor 3 X 
Factor 4 X 
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The solution converged in 8 iterations, explaining 44.5% of the variance in the data: 24.8°o 
for Factor I (eigenvalue = 5.44), 8.2% for Factor 2 (eigens alue = 1.80). 7.80z, 10 for Factor 3 
(eigenvalue = 1.72) and 3.7% for Factor 4 (eigenvalue = . 
95). The chi-square test of fit 
statistic reached 435.40, df = 149. with an associated probabilit` N alue of p-0. Here, the ratio 
of chi-square to degrees of freedom was approximately 3. suggesting an acceptable degree of 
fit between model and data, based on a priori assumptions. 
For this solution, all items loaded on their expected factors. Internal consistency reliabilitN 
assessments were made for each factor, as shown in Table 5.15, belo%ý -- 
Table 5.15: Internal consistency reliability analyses for proposed factors with cinema 
industry sample (n=784) 
Factor Items Cronbach's a 
Contract-focus 1,2,5,6,10,11,12,15,16,26 . 
800 (n=777) 
Professional development 13,20,21,22 . 
800 (n=781) 
Equity 24,27,28,29 . 712 
(n=782) 
Time-frame 7,8,18,19 . 
895 (n=778) 
As can be seen from the results, the four factor solution represents the most parsimonious, 
generalisable and accurate account of data deriving from the Psychological Contract Scale. 
The relationship between the four factors described by the PCS and previous 
multidimensional models of the psychological contract concept (most notably that developed 
by Rousseau, 1995) is taken up for discussion later in the thesis (see Chapter 9). To further 
explore the utility of the PCS sub-scales presented in Table 5.15, above, criterion-related and 
discriminant validation studies were required. 
5.4.5 Study 5- Analysing the Discriminant Validity of the PCS 
In order to explore the discriminant validity of the Psychological Contract Scale, a series of 
established measures of workplace reaction were set against the PCS via factor analytic and 
correlational methods. These alternative measures included the Organisational Commitment 
Questionnaire (OCQ) (Porter and Smith, 1970), a 15-item scale which is intended to measure 
the affective component of commitment to one's employing organisation, and the Job 
lnvok cment Scale (Lodahl and Kejner, 1965), a 20-item scale intended to assess the extent to 
hich a person psychologically identifies \\ ith his or her job. 
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The first set of analyses involved identifying the relationship bet'. teen the OCQ and the PCS. 
Results from a Pearson's product moment correlational analysis including OCQ scores and 
each of the PCS's four sub-scale scores are sho«n in Table 5.16, belo%%. 
Table 5.16: Pearson's product moment correlational analysis of PCS sub-factor and 
OCQ scores using Millward and Hopkins' (1998) original dataset 
Contract- Equity Prof 'I Time-frame OCQ 
focus developm't 
Contract-focus x 
Equity -. 316** x 
n=476 
Professional -. 293** 428** 
development n=476 
. 
n=476 
x 
Time-frame -. 441 . 388** . 090* X 
n=476 n=476 n=476 
OCQ -. 537** . 537** . 
343** . 501** x 
n=476 n=476 n=476 n=476 
* Correlation significant at the . 
05 level (two-tailed) 
** Correlation significant at the . 
01 level (two-tailed) 
These results suggest that high co-variance exists between all PCS sub-factors and the 
organisational commitment construct. It seems likely that these high correlations at least 
partly result from the method co-variance error that confounds all forms of questionnaire- 
based attitudinal research. Clearly, further analyses would be required to adequately infer the 
empirical independence or relatedness of these constructs. Scree/eigenvalues tests suggested 
that the most appropriate number of factors to feed into a rotated solution was four. This was 
unexpected since the PCS had been found to report four factors in Studies I to 4, and so a 
five-factor solution was felt to have been the most likely on empirical grounds. However, a 
maximum likelihood, confirmatory, obliquely-rotated, forced four-factor analysis including all 
PCS items detailed in Table 5.15, above, in addition to all OCQ items, was undertaken. 
Results are shown in Table 5.17, below. 
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Table 5.17: Forced four-factor obliquely rotated maximum likelihood factor analysis for 
PCS items plus OCQ items using Millward and Hopkins (1998) original dataset (n=476) 
Item Label Factor 1 Factor 2 Factor 3 Factor 4 
PCS 1 
. 593 
PCS 2 
. 475 
PCS 5 
. 439 
PCS 6 
. 710 
PCs 7 
. 
528 
PCS 8 
. 
461 
PCS 10 
. 656 
PCSII 
. 616 
PCs 12 
. 483 
PCS 13 
. 515 
PCS 15 
. 
679 
PCS 16 
. 521 
PCS 18 
. 656 
PCs 19 
. 577 
PCS 20 
. 
367 
PCS 21 
. 421 
PCS 22 
. 371 
PCS 24 
PCS 26 
. 523 
PCS 27 
. 560 
PCS 28 
. 
998 
PCS 29 
. 488 
OCQ 1 
. 
438 
OCQ 2 
. 
635 
OCQ 3 
OCQ 4 
. 313 
OCQ 5 
. 
639 
OCQ 6 . 728 
OCQ 7 
OCQ 8 . 708 
OCQ 9 
OCQ 10 
. 
554 
OCQ II 
OCQ 12 
OCQ 13 -. 364 
OCQ 14 . 779 
OCQ 15 -. 308 
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Inter-factor correlations were as follows: 
Factor Factor I Factor 2 Factor 3 Factor 4 
Factor I X 
. 
141 
. 
284 -. 166 
Factor 2 X . 
400 -. 005 
Factor 3 XI-.? 98 
Factor 4 x 
The solution converged in 16 iterations, explaining 39.9% of the variance in the data: 1 1.0% 
for Factor I (eigenvalue = 4.07), 18.8% for Factor 2 (eigenvalue = 6.96), 5.7% for Factor 3 
(eigenvalue = 2.1 ])and 4.4% for Factor 4 (eigenvalue = 1.61). The chi-square test of fit 
statistic reached 2401.62, df = 524, with an associated probability value of p-S0. Here, the ratio 
of chi-square to degrees of freedom was approximately 5, suggesting a relatively poor fit 
between model and data, based on a priori assumptions. 
For this solution, PCS item 24 and OCQ items 3,7,9,11 and 12 failed to load significantly on 
any of the four factors. Factors 1,2 and 4 of the above solution represented PCS factors 
`contract-focus', `time-frame' and `equity' respectively (although PCS item 24 failed to load 
on the `equity' factor), with Factor 3 consisting of all OCQ items save for numbers 3,7,9,11 
and 12, as well as PCS items 20,21 and 22, i. e. the `professional development' factor. This 
suggests that while 3 of the PCS's 4 component dimensions retained their empirical 
independence from the OCQ scale, the professional development PCS factor loaded very 
heavily on the same factor as the majority of OCQ items. 
A new sample (from the telemarketing industry; n=144) was used for the second set of 
analyses, including both the OCQ and the Job Involvement Scale (JIS). It was decided that 
the following analyses should be carried out with the data, including PCS and OCQ items in 
the first analysis and PCS and JIS items in the second analysis: 
" Scree/eigenvalues tests to identify the appropriate number of factors to rotate; 
0 Maximum likelihood analysis (forcing the number of factors identified by the Scree test) 
as a confirmatory alternative to principal components factor analysis. 
5.4.5.1 Analysis I- Correlational analysis 
Results from the Pearson's product moment correlational anale sis are as shown in Table 5.18, 
beloxý. 
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Table 5.18: Pearson's product moment correlational analysis of PCS sub-factor, OCQ 
and JIS scores using telemarketing sample (n=144) 
ýý 
Contract- Equity Prof I Time- OCQ JIS 
focus dev't frame 
Contract-focus X 
Equity -. 251 ** x 
n=139 
Professional -. 551 ** 613** 
development n=139 
. 
n=139 
x 
Time-frame -. 498** . 
460** 
. 767** X 
n=139 n=139 n=139 
OCQ -. 552** . 629** . 751** . 
719** X 
n=139 n=139 n=139 n=139 
als -. 554** . 396** . 505** . 530** . 658** x 
n=139 n=139 n=139 n=139 n=139 
** Correlation significant at the . 
01 level (two-tailed) 
These results suggest that high co-variance exists between all PCS sub-factors, the 
organisational commitment and job involvement constructs. As with the previous 
correlational analysis, it seems likely that these high correlations at least partly result from 
method co-variance. Again, further analyses were required to adequately infer the empirical 
independence or relatedness of these constructs. 
5.4.5.2 Analysis 2: PCS and OCQ 
As before, Scree/eigenvalues tests suggested that the most appropriate number of factors to 
feed into a rotated solution was four. A maximum likelihood, confirmatory, obliquely- 
rotated, forced four-factor analysis including all PCS items detailed in Table 5.15, above, in 
addition to all OCQ items, was undertaken. Results are shown in Table 5.19, below. 
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Table 5.19: Forced four-factor obliquely rotated maximum likelihood factor analysis for 
PCS items plus OCQ items with telemarketing sample (n=144) 
Item Label Factor 1 Factor 2 Factor 3 Factor 4 
PCS 1 
. 312 
PCS 2 
. 547 
PCS 5 
. 
333 
PCS 6 
. 562 
PCS 7 
. 695 
PCs 8 
. 
611 
PCS 10 
. 598 
PCS 11 
. 554 
PCS 12 
. 
422 
PCS 13 
. 
412 
PCS 15 
. 517 
PCS 16 
. 338 
PCS 18 
. 
676 
PCS 19 
. 542 
PCS 20 . 302 
PCS 21 
. 648 
PCS 22 
. 
760 
PCS 24 -. 538 
PCS 26 -. 359 
PCS 27 -. 701 
PCS 28 -. 785 
PCS 29 -. 326 
OCQ 1 -. 525 
OCQ 2 -. 663 
OCQ 3 
OCQ 4 -. 313 
OCQ 5 -. 388 
OCQ 6 -. 667 
OCQ7 
The solution converged in 21 iterations, explaining 47.7% of the variance in the data: 35.8% 
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for Factor I (eigenvalue =11.82,4.8% for Factor 2 (eigenvalue = 1.59). 4.4% for Factor 3 
(eigenvalue = 1.48) and 2.7% for Factor 4 (eigenvalue = . 
97). The chi-square test of fit 
statistic reached 570.45, df = 431, with an associated probability ý alue of p-0. The ratio of 
chi-square to degrees of freedom was approximately 1, suggesting an acceptable degree of tit 
between model and data, based on a priori assumptions. 
For this solution, OCQ items 3,7,8,9,11 and 12 failed to load significantl\ on an', of the 
four factors, as was found with the first OCQ analysis. Factors 2 and 4 of the abo,. e solution 
represented PCS factors `contract-focus' and 'time-frame', with Factor 3 consisting of all 
OCQ items save for numbers 3,7,8,9,11 and 12. Factor I included both 'professional 
development' and `equity' sub-factors, suggesting some internal factorial confusion \\ ith these 
data. However, none of the PCS factors were found to load on the OCQ factor suggesting that 
all factors were empirically distinct from the organisational commitment construct. 
5.4.5.3 Analysis 3: PCS and JIS 
Scree/eigenvalues tests suggested that the most appropriate number of factors to feed into a 
rotated solution was, once again, four. A maximum likelihood, confirmatory, obliquely- 
rotated, forced four-factor analysis including all PCS items detailed in Table 5.15, above, in 
addition to all JIS items, was undertaken. Results are shown in Table 5.20, below. 
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Table 5.20: Forced four-factor obliquely rotated maximum likelihood factor analysis for 
PCS items plus JIS items with telemarketing sample (n=144) 
Item Label Factor I Factor 2 Factor 3 Factor 4 
PCs 1 
. 
305 
PCS 2 
. 401 
PCS 5 
. 
368 
PCS 6 
. 
337 
PCS 7 
. 686 
PCS 8 
. 
614 
PCs 10 
. 
581 
PCs 11 
. 548 
PCS 12 
. 
567 
PCS 13 
. 426 
PCs 15 
. 504 
PCS 16 
. 
487 
PCS 18 
. 545 
PCS 19 
. 718 
PCS 20 
. 307 
PCS 21 
. 649 
PCS 22 
. 
747 
PCS 24 -. 538 
PCS 26 
. 568 
PCS 27 
. 535 
PCS 28 
. 
738 
PCS 29 
. 
312 
JIS 1 
. 
629 
JIS2 
. 449 
JIS 3 
. 688 
JIS 4 
. 
425 
JIS 5 
. 
337 
JIS6 
. 
792 
JIS 7 
. 
500 
JIS 8 
. 
513 
JIS 9 . 398 
JIS 10 -. 488 
JIS 11 . 568 
JIS 12 . 
510 
JIS 13 -. 545 
JIS 14 -. 638 
JIS 15 . 
568 
JIS 16 
JIS 17 
JIS 18 -. 315 
JIS 19 . 
386 
JIS 20 . 
317 
The solution converged in 14 iterations, explaining 39.8% of the variance in the data: 25.5% 
for Factor I (eigenvalue = 9.71), 7.1 % for Factor 2 (eigenvalue = 2.69), 3.9% for Factor 3 
(eigenvalue = 1.48) and 3.3% for Factor 4 (eigenvalue = 1.24). The chi-square test of fit 
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statistic reached 746.61, df= 557, vtiith an associated probability Nalue of p-0. Here, the ratio 
of chi-square to degrees of freedom was approximately 1. suggesting an acceptable degree of 
fit between model and data, based on a priori assumptions. 
For this solution, JIS items 16 and 17 failed to load significantly on any of the four factors. 
Factors 3 and 4 of the above solution represented PCS factors `equity' and `contract-focus'. 
with Factor 2 consisting of all JIS items save for numbers 16 and 17. Factor I included both 
`professional development' and 'time-frame' sub-factors, suggesting some internal factorial 
confusion with these data. However, none of the PCS factors were found to load on the OCQ 
factor suggesting that all factors were empirically distinct from the job involvement construct. 
These analyses presented promising results for the empirical independence of the PCS's 
component factors when set against existing measures of workplace reaction. In two of the 
three analyses, the alternative measures (OCQ and JIS) loaded separately from all four of the 
PCS factors. In the remaining study, the `professional development' factor loaded alongside 
OCQ items, suggesting some conceptual confusion for this factor. Indeed, the second and 
third analyses, carried out with a call-centre sample (albeit relatively small), reported the 
`professional development' factor as clustering with other PCS factors: 'time-frame' and 
`equity' respectively. The independence of the `professional development' factor was thus 
thrown into question by the above analyses, although it should be noted that the small, 
relatively homogeneous sample used in the latter two analyses preclude any unequivocal 
conclusions being drawn. Nonetheless, the remaining three PCS dimensions acquitted 
themselves well, demonstrating empirical independence from other measures of workplace 
reaction, in addition to their apparent conceptual independence from these constructs. 
5.4.6 Study 6- Using the PCS to predict performance 
Four of the five organisational samples included in the current study completed both the PCS 
and an 'intent to leave' item adapted from Angle & Perry (1981) as discussed by Muchinsk` 
& Tuttle (1979). Correlations bethween each PCS sub-scale score and intention to leave for 
each sample are shown in Table 5.2 1, beloýti . It should be noted that the intent to 
leave item is 
cr closely related to the PCS's 'time-frame' dimension in terms of its theoretical basis and 
item content. For this reason, the relationship between these variables should be treated xýith 
extreme caution. 
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Table 5.21: Intent to leave vs PCS sub-scale scores Pearson's correlation co-efficients for 
each sample 
Contract-focus Professional 
development 
Equity Time-frame 
Engineering 
. 
228** -. 282** -. 219** -. 599** 
Telemarketing 
. 
386** -. 692** -. 496** -. 704** 
Insurance 
. 138** -. 084* -. 352** 
! ýý0** 
Cinema 
. 
228** -. 219** 282** -. 599** 
** Correlation significant at the . 
01 level (two-tailed) 
It is clear from results shown in Table 5.21 that PCS sub-scale scores are closely related to 
employees' reported intentions to stay with, or leave, their employing organisation. As 
mentioned above, this relationship is particularly marked for the PCS's `time-frame' 
dimension. To explore the relative power of the PCS's sub-factors in predicting intention to 
leave, a series of stepwise entry multiple regression models were constructed with an F entry 
criterion of . 
05 for each sample. Due to the proximal theoretical and empirical relationship 
between the `time-frame' and intention to leave variables, this PCS factor was excluded from 
the analyses. 
Collinearity diagnostics revealed no multicollinearity between study variables. For the 
engineering sample, only equity achieved significance (Beta = -. 379, t= -8.54, p-0), 
explaining 14% of variance in the intent to leave data. For the insurance sample, both equity 
(Beta = -. 387, t= -11.03, p'0) and professional development (Beta = . 083, t=2.35, p=. 
019) 
achieved significance, together explaining 13% of variance in intent to leave. For the 
telemarketing sample, 48% of variance in intent to leave was explained by perceived 
opportunities for professional development (Beta = -. 692, t= -11.13, p-0). Finally, for the 
cinema sample, both the equity (Beta = -. 256, t= -7.44, p-0) and contract-focus dimensions 
(Beta = . 
181, t=5.25, p-0) achieved significance, together accounting for 11% of variance in 
the intent to leave data. Whilst remaining cognisant of the implied directional nature of 
regression-based relationships, it appears fair to assume that several of the PCS's sub- 
dimensions, most notably perceptions of equity and opportunities for professional 
devclopment, can predict at least some of the variance in performance surrogates such as 
stated intention to stay .N ith, or leave, an employing organisation. 
Extending this analysis to examine the predictive properties of the PCS when compared «ith 
existing measures of \\orkplace reaction, a stepwise regression analysis was undertaken 
identical to that described immediately ahoi e for the telemarketing sample, but also entering 
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OCQ scores (Porter and Smith, 1970). JIS scores (LodahI and Kejner, 1965) and job 
satisfaction scores, operationalised using Kunin's (1955) single-item rating scale. Collinearity 
diagnostics revealed no multicollinearit\ between study variables. This analysis sa%ti the 
professional development sub-scale scores (Beta = -. 460, t= -5.09, p-S0) and OCQ scores 
(Beta = -. 309, t= -3.41, p=. 00I) achieving significance, together accounting for 51 % of 
variance in intent to leave data. This suggests that while organisational commitment remains 
a powerful predictor of intentions to stay with, or leave, an employing organisation (as 
documented by Angle & Perry, 1981; Koch & Steers, 1978: Mowday, Steers & Porter, 1979: 
and Porter, Crampton & Smith, 1976), that the PCS, at least in the case of this sample, serves 
as a more efficient predictor of this intended behaviour than organisational commitment. 
For two of the study organisations, absence data were also available. For the telemarketing 
sample, the average number of days per month absent across a3 month period was recorded 
by the company's management information system. For the cinema sample, respondents were 
asked to report apart from holidays or illness, approximately how many days they had been 
absent from work over the past 6 month period. For each sample, respondents with a tenure 
lower than that required by the question were excluded (i. e. staff of less than 3 months' tenure 
with the telemarketing company and those with less than 6 months' tenure with the cinema 
chain). Due to the non-normality of absence data, only ordinal correlational analyses (using 
Spearman's rho statistic) were used for exploring relationships between variables. For the 
telemarketing sample, job involvement, organisational commitment and job satisfaction scores 
were available for analysis, in addition to PCS sub-scale scores. Significant relationships 
were reported between absence and job involvement (rho=-. 22 1; n=87; p=. 04), organisational 
commitment (rho=-. 310, n=87; p=. 003), contract-focus (rho=. 219; n=86; p=. 04), perceived 
equity (rho=-. 225; n=86; p=. 04), professional development (rho=-. 268; n=86; p=. 01) and 
time-frame (rho=-. 253; n=86; p=. 02). Job satisfaction failed to reach significance. Although 
on visual inspection of these relationships, it appeared that organisational commitment 
reported a closer relationship with absence rates than any of the other variables, on testing for 
the significance of these differences, none of the correlations were found to be significantl\ 
different from each other. We can conclude from this that (excluding job satisfaction) none of 
the N ariables analysed were statistically superior predictors of absence than an,, of the other 
remaining v ariables. 
Toi further explore the discriminatory poNNer of these variables, unrelated t-tests were run 
between groups containing absentees and non-absentees. Discriminant function analysis ýýas 
considered as a more elegant version of this procedure, but was abandoned due to skewed 
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group sizes within the sample (only 25% of the sample ýkere absentees). which ma\ hase led 
to an unreliable result. Significant differences between absentee and non-absentee groups 
were found on the following variables: organisational commitment (mean absentees = x. 17: 
mean non-absentees = 3.96; t=2.95, df=40.05. p=. 005); contract-focus (mean absentees = 
4.46; mean non-absentees = 3.93; t=-2.30, df-=5 1.42, p=. 03); and professional development 
(mean absentees = 3.19: mean non-absentees = 4.38: t=2.38, df=30.20, p=. 02). Thus, 
absentees were found to be less committed, more contract-focused and ith lower 
expectations for professional development than their non-absent colleagues. Job in%ol\enient, 
job satisfaction and PCS sub-scales equity and time-frame failed to reach significance. Once 
again, organisational commitment showed a stronger relationship with absenteeism than any 
of the PCS sub-scales. However, the contract-focus and professional development sub-scales 
reached significance thereby outperforming both job involvement and job satisfaction. 
For one of the study organisations (the insurance sample), turnover data were made available 
for the six month period from three months prior to the study to three months following study 
commencement, aggregated by cost-centre (of which the organisation had twenty-one). A 
stepwise multiple regression analysis with an F entry criterion of . 
05 was run entering all PCS 
sub-scale scores onto cost-centre turnover figures with only the 'time-scale' score achieving 
significance (Beta = -. 497, t= -2.49, p=. 022), explaining 21% of the data. Collinearity 
diagnostics revealed no multicollinearity between study variables. It was also noted via a 
Spearman's rho correlation analysis, that for this sample, intention to leave data were closely 
related to turnover data at the group level (n=23, rho=. 41 1, p=. 032). Thus, the 'time-frame' 
sub-scale was found to be an efficient predictor of actual turnover behaviour for the insurance 
sample. 
For the cinema sample, only PCS sub-scale scores were available. Three sub-scale scores 
achieved significance in relationship to absence rate using Spearman's rho statistic: contract- 
focus (rho=. 220; n=636; p-0), professional development (rho=-. 140; n=638; p-0) and time- 
frame (rho=-. 187; n=634; p-0). Perceived equity, failed to reach significance. Testing for 
significance of differences between correlations revealed that none of the variables as 
statistically more effective in predicting absenteeism than any of the other variables. As ýý ith 
the telemarketing sample. discriminant function analysis was considered as a means for 
assessing the relative predictive power of each PCS sub-factor, but due to the skeNýed nature 
of the absence data, this \N as deemed inappropriate and independent samples t-tests Niere 
selected as an alternative measure of discriminatory po\\er. Significant differences between 
absentee and non-absentee groups were found on the follo\N ing \ ariables: contract-focus 
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(mean absentees = 4.04, mean non-absentees = 3.49. t=-5.80. df-=356.04. P-0). professional 
development (mean absentees = 3.66; mean non-absentees = 4.11. t=i'. 16, df=326.65. 
p=. 002); and time-frame (mean absentees = 3.42, mean non-absentees = 4.17: t=4.67, 
df=329.88, p--0). Thus, absentees kýere found to be more contract-focused. '. ý ith lower 
expectations for professional development and perceiving a shorter time-frame than their non- 
absent counterparts. The above analyses suggest that the PCS's component factors have high 
utility in predicting performance indicators such as absenteeism. 
5.5 GENERAL DISCUSSION 
The studies above provide a comprehensive evaluation of the Psychological Contract Scale 
(PCS) as a measure of the perceived terms of the exchange relationship between employee 
and employer, at the individual level. Linking back to the original research questions posed 
prior to these studies, it is possible to evaluate the evidence presented. As regards the two- 
factor structure originally advocated by MiIlward and Hopkins (1998), it can be seen from 
Studies 1-3 that the theoretically-driven, two-factor solution may, with the benefit of 
hindsight, have been sample-specific. Two further attempts in Studies 2 and 3 failed to 
replicate the structure originally proposed by these researchers. MLFA results reported under 
each two-factor solution also failed to report an acceptable level of model-data fit (even with 
the original sample data utilised in Study 1). Eigenvalue and scree testing suggested that the 
most accurate and efficient factorial solution instead included four factors. 
This four-factor solution was tested across three independent samples and obtained significant 
support. The factors were interpreted as: level of `contract-focus' (working to the letter of the 
employment contract, level of involvement and investment in the job, focus on remunerative 
and personal benefit); expectations for 'professional development' (perceived opportunities 
and desire for professional growth and development); perceived `time-frame' (likely length of 
time to stay with the organisation); and perceived `equity' on the part of the organisation 
(perceived organisational reciprocation for employees' efforts at work). It should be noted 
that, even under the four-factor solution, model-data fit for the original Millward and Hopkins 
(1998) dataset failed to reach an acceptable level. With three new samples, however, 
(engineering, cinema and insurance). model-data fit was found to be robust. 
To examine the conceptual and empirical independence of the PCS's component factors from 
existing measures of NN orkplace reaction, confirmatory factor analyses Ni ere employed \t ith 
PCS itcros as well as those derk ing from the Organisational Commitment Questionnaire 
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(Porter and Smith, 1970) and the Job lnvolýement Scale (LodahI and Kejner. 1965). Three of 
the four PCS factors: contract-focus. equity and time-frame, retained independence from these 
measures, although the professional development factor appeared some-V% hat confused, loading 
twice alongside the `time-frame' factor and once ýý ith items from the OCQ. 
Results obtained from the above studies presents the following supportk e evidence for the 
psychometric robustness of the instrument: 
The PCS is content valid inasmuch as its items are based on the pioneering Xtork of 
MacNeil (1985), Rousseau (1995) and Rousseau and McLean Parks (1993). \\ ith subject- 
matter relevant items generated on the basis of these models. Millward and Hopkins 
(1998) reported that the PCS originally numbered 50 items, 13 of which stiere removed 
following focus group discussion of their validity as indicators of proposed contractual 
types. A further four items were removed by Millward and Hopkins (1998) due to 
conceptual confusion and/or low factorial loadings. The studies detailed above suggest 
the removal of a further 11 items for similar reasons, further enhancing the content 
validity of the scale. A final pool of 22 items, exhibiting sole membership of one of four 
empirically and conceptually independent dimensions, each of which reported internal 
consistency reliability greater than 0.7, suggest the content validity of the PCS to be 
sufficient to fulfil this criterion for use. However, there remain some questions as to the 
phrasing of the scale items in that some items relate to the perceived delivery of the deal, 
some to expectations from the deal and others to reported behaviours. It is thus as a 
`framework' for examining the terms of the exchange relationship between employee and 
employer that the PCS is felt to find its most appropriate application. 
2. Empirically-derived construct validity of the PCS may be inferred from the replicated 
factor structure obtained via repeated confirmatory factor analysis with several new 
samples, in addition to the apparent independence of PCS sub-scales from existing 
measures of workplace reaction such as the Organisational Commitment Questionnaire 
and the Job Involvement Scale. The theoretically-driven factor structure originally 
obtained h` Millward and Hopkins (1998), including 'relational' and 'transactional' 
elements, \tihile exhibiting high parsimony and an appealing factorial solution. proved 
non-generalisable across samples, and a four-factor solution was proposed to supersede it. 
Divergent validation procedures suggested empirical independence of each of the PCS's 
sub-scales from the organisational commitment and job involvement constructs, and lent 
further \ti eight to evidence for the PCS's construct validit\. This suggestion should be 
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tempered with the finding that the 'professional development' sub-scale's items reported 
somewhat of a confused factorial membership, «hich may in part deriNe from item 
phrasing and/or may represent a statistical artefact. which ma'. require closer examination. 
In terms of the theoretical constructs underpinning the PCS's sub-scales, it appears that 
their close relationship to existing models of the psychological contract as developed b` 
Rousseau (1995) and Rousseau and McLean Parks (1993) provides more suggesti'. e 
evidence that each sub-scale represents a valid and interdependent construct in its on 
right. 
3. Evidence for criterion-related validity of the PCS can be found in the sub-scales' ability to 
predict various performance-related outcomes such as intention to leave, turnover and 
absenteeism. Across three samples, the PCS sub-scales perceived 'equity' and 
expectations for `professional development' were found to be particularly predictiN e of 
stated intention to stay with/leave the employing organisation (in one case, just under 50% 
of the variance in intent to leave could be explained by the professional development sub- 
scale). Whilst organisational commitment appeared overall to be a better explicator of 
stated intention to stay with/leave the employing organisation, the PCS sub-scales 
remained very closely related to this performance surrogate, and were able to account for 
a significant proportion of its variance. As regards incidence of absenteeism, once again 
organisational commitment represented the most predictive pre-determinant of 
performance, although all four PCS sub-scales were also found to be closely related to 
employees' absence behaviours. For one sample, over 20% of variance in aggregated 
turnover could be predicted by the PCS sub-scale `time-frame'. Whilst additional 
measures of performance at work would have been welcomed, it is suggested that findings 
obtained by the current studies represent fairly compelling evidence that the PCS has 
utility and validity as a criterion-keyed predictor. 
Overall, then, whilst some questions remained over the content and utility of the PCS, results 
from these studies suggested that the PCS was sufficiently robust and valid to be used as a 
psychometric framework within which to examine the terms of the exchange relationship 
between employee and employer. 
5.6 CONCLI'1SIONS FROM CHAPTER 5 
For a number of reasons described in Chapter 4, an ostensibly psychometric approach ýý as 
selected for use in the current research and an existing measure of the psychological contract 
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concept, the Psychological Contract Scale (PCS) (\lill«ard and Hopkins. 1998), as 
identified as possessing the greatest applicability to the propositions of the current thesis. Via 
a series of empirical studies involving a range of organisational samples, the psychometric 
properties of the PCS were established. Four independent dimensions were found to make up 
the instrument, including 'contract-focus'. expectations for 'professional deN elopment'. 
perceptions of `equity' and projected `time-frame' for remaining with the employing 
organisation. These dimensions were closely related to those proposed by previous attempts 
to model the psychological contract, most notably Rousseau and McLean Parks (199)). and 
Rousseau (1990b; 1995), but also incorporated elements suggested by Herriot and Pemberton 
(1996a; 1997), Guest and Conway (1997) and Guest (1998b). Thus, support wk as obtained for 
Hypothesis 1, that the psychological contract could be quantified in terms which ýtiould reflect 
the complexity and dynamic nature of the contracting process. 
Overall, the PCS, in its four-factor form, was adjudged to represent a useful and valid 
instrument whose psychometric robustness (as detailed in depth in Section 5.5, above) 
provided support for Hypothesis 2, that the psychological contract could be quantified in 
terms which would allow comparison across both individuals and groups. 
The constituent dimensions of the PCS were found to be largely independent of existing 
measures of workplace reaction such as organisational commitment and job involvement, 
although the independence of professional development was not unequivocally established. 
The evidence, then, afforded partial support for Hypothesis 3, that operationalisation and 
quantification of the psychological contract would be able demonstrate the concept's 
distinctiveness from other workplace constructs, thus adding value to the research field. 
Finally, the PCS was found to be highly related to performance surrogates such as intention to 
leave at individual and group levels, and also to aggregated turnover levels for one sample. 
This provided further evidence for Hypothesis 3, highlighting the value-added nature of the 
construct in its capacity to predict workplace-specific attitudinal and behavioural outcomes. 
The next chapter will address in depth the possibility that employees' perceptions of their 
employing organisation will impact on the terms of the exchange relationship held cogniti\ely 
by each employee as part of their psychological contract. 
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CHAPTER 6 
QUANTIFYING ORGANISATIONAL DELIVERY OF THE DEAL 
6.1 INTRODUCTION 
It is generally accepted that the psychological contract is, at least in part, concerned Nk ith the 
perceived fulfilment/violation of obligations and/or expectations (e. g. Guest, 1998b: Guzzo. 
Noonan and Elron, 1994; McLean Parks and Kidder, 1994; Robinson, Kraatz and Rousseau, 
1994; Rousseau, 1995; Wanous, Poland, Premack and Davis, 1992). Whilst there is some 
controversy surrounding the respective importance of obligations (with their inherent 
promissory element) as opposed to expectations in predicting reactions to contract violation 
(see Conway, 1996; Guest, 1998b), the underpinning tenet remains the same. The contractual 
orientation adopted by any employee is argued to be, at least in part, a function of that 
employee's perceptions of how far their employer has gone in delivering what that individual 
believed that they should in various areas of organisational life. 
Psychological contract researchers such as Coyle-Shapiro and Kessler (1998), Herriot, 
Manning and Kidd (1997), Hutton and Cummins (1997), Porter, Pearce, Tripoli and Lewis 
(1998) Robinson, Kraatz and Rousseau (1994), Robinson and Rousseau (1990), and Schalk, 
van den Bosch and Freese (1994), amongst others, have al I addressed the issue of 
organisational obligations, employing a variety of techniques to identify which areas are of 
most critical importance to employees. A number of researchers have attempted to directly 
link employees' perceptions of their employing organisation to their psychological contracts 
(Borrill and Kidd, 1994; De Meuse and Tornow, 1997; Nicholson and Johns, 1985; Rousseau, 
1995; Stiles, Grafton, Truss, Hope-Hailey and McGovern, 1996). 
Indeed, recent research by Guest (1998b) and Guest and Conway (1997) has, via path 
modelling techniques, attempted to explicitly link perceptions of an organisation's climate and 
human resource management practices to employees' psychological contracts. Nicholson and 
Johns (1985) have suggested that since the psychological contract is said to emerge from 
employee interaction and communication, it thereby effectively dictates how organisational 
culture is 'acted out' at the behavioural IeN el of analysis. That is, they argue, the 
psychological contract develops partly as a response to perceptions of the organisational 
environment (climate) and the values and beliefs communicated by other organisational 
members (culture). Ho-%\ e\ er, the immediacy of the developed contract, as a cogniti\ elv -held 
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construct, can result in a direct impact on behaviour and therefore in the 'acting out' of the 
organisation's cultural values by its employees. 
Insofar as such perceptions relate to an organisation's climate or culture. it is argued here that 
whilst an organisation may exhibit an established culture (incorporating, for example, values, 
assumptions, practices, etc. ) that can be described and explained independently of indk idual 
employees (as espoused by, for example, Handy, 1978; Harrison, 1972: Hofstede. Neuijen, 
Daval Ohayv & Sanders, 1990; Rousseau, 1990b; Schein, 1985), it is the eniployee. s ' 
perceptions of the organisation that are of relevance to their contract behaviour. Specifically, 
how well an organisation is perceived to have delivered on its promises and fulfilled 
individual employees' expectations (not the cultural rhetoric or messages made explicit by the 
organisation itself) provides a starting point for investigating the psychological interface 
between individual and organisation in the development of an exchange relationship. 
Essentially then, the organisational `meaning' (Rentsch, 1990) ascribed to an organisation by 
employees can be said to contribute employees' perceptions of what the organisation brings to 
the exchange relationship (i. e. what the organisation offers, in terms of its fulfilment of 
various elements of the employee-employer relationship). It is proposed here that in 
exploring an employee's perceptions of their organisation along a range of dimensions which 
are shown to be important to that employee [e. g. rewards and recognition, future 
opportunities, relationships with superiors/management, a sense of belonging at macro 
(organ isational) and micro (team) levels], it may be possible to assess how far the individual 
perceives the organisation to have `delivered' in each area. In line with many other 
researchers in the field, it is predicted here that perceptions of organisational `deal delivery' 
will partially pre-determine the terms in which the individual frames the exchange 
relationship, and thus, the style or orientation of each individual's psychological contract with 
the organisation. 
Section 3.3 presented a detailed account of previous attempts to elicit perceived employers' 
responsibilities from employee groups. Despite recent suggestions that organisations have 
begun to restrict their delivery of the employment deal to specific, bounded terms (e. g. Herriot 
and Pemberton, 1995), it appeared that the majority of employees retained expectations and 
perceived obligations of their employing organisation in a range of areas. This is consistent 
\\ ith Ni il lward and Brewerton's (1999) finding that despite \\ holesale changes in the world of 
work, the majority of employees (even those defined as 'peripheral' or `non-core') still strive 
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to invest themselves fully in their employing organisation, expecting a range of returns on 
their investment. These included: 
" Professional development - training, career development, opportunities for promotion; 
" Remuneration - equitable pay and benefits package: 
" Security - long-term job security where possible: 
" Communication - effective and efficient flow of communication to employees regarding 
the operational present and the strategic future: 
0 Participation - involvement of employees in policy decision-making. 
0 Support - assistance at, and outside, work when needed: 
Progressive HR policies - provision of feedback, career counselling, job guidance, 
recognition, performance-related pay, etc.; 
0 Justice/Fairness - equitable implementation of procedures, incentive schemes, etc. across 
all organisational members. 
This chapter, then, aims to establish the relationship between perceived level of fulfilment of 
these expectations and the types or orientations of psychological contract held by individual 
employees. It is hypothesised that the terms of the exchange relationship as perceived at the 
individual level (that is, the psychological contract held by each employee), will be partially 
predicted by the degree to which each employee perceives organisational obligations to have 
been fulfilled, and therefore organisational delivery of the employment deal to have been 
satisfactory. In addition, it is expected that some elements of perceived deal delivery will 
prove critical to the definition of certain elements of the exchange relationship across 
organisational samples, whereas other elements may be idiosyncratic to specific organisations. 
Formally stated, the key hypotheses for studies presented in Chapter 6 are as follows: 
fIv pot/n'sis 4: Employees' perceptions of the degree to which their employing 
organisation had delivered on the expected employment deal will have a 
significant impact on their psychological contracts: 
Ht Jpothe. s'i. ti 5: The relative importance of different elements of deal delivery in predicting 
the terms of employees' psychological contracts xN ill sho« some 
commonality across organisational samples, as well as representing each 
organisation at a unique and sample-specific level. 
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6.2 STUDY 7 -PILOTING THE RELATIONSHIP BET\%EEN THE PSYCHOLOGICAL 
CONTRACT AND PERCEIVED DELIVER\ OF THE DEAL 
6.2.1 Introduction 
To assess (a) the potential impact of perceived deal delivery on employees' psychological 
contracts and (b) the utility of the approach originally adopted by Guest and Con«ay (1997) 
to assess deal delivery (described in detail in Section 3.3 of Chapter 3). a pilot study «as 
undertaken with a small sample of employees. Guest and Conway (1997) had found that bý 
assessing employees' perceptions of their organisation in a number of areas, in particular 
those areas which employees saw as critical to overall fulfilment of expectations, the nature of 
individuals' psychological contracts with their employing organisation could be predicted in 
part. The study reported here aimed to establish whether this finding could be replicated and 
to ascertain the magnitude of the relationship between perceived deal delivery and 
psychological contractual orientation. 
To achieve this, a small sample of employees was selected for Study 7, who were each 
required to complete both the Psychological Contract Scale and the Organizational Culture 
Scale (OCS) (Glaser, Zamanou and Hacker, 1987). The latter instrument was selected as 
measure of deal delivery akin to that developed by Guest and Conway (1997) to assess 
perceived organisational climate. Despite its title, the Organizational Culture Scale comprises 
a number of sub-scales relevant to perceptions of organisational climate, particularly in terms 
of communication, teamwork, team spirit and supervisory support, areas of organisational life 
regarded as crucial by the sample's members (i. e. operatives from a major UK call-centre), 
and to the relationship between staff and their employing organisation. The environment in 
which the sample worked was hierarchical, highly task-structured, monotonous, team-based 
and heavily reliant on IT communication structures for its efficiency. The OCS, an instrument 
purportedly developed to address communication-relevant areas of climate, was thus seen as a 
particularly appropriate measure to assess the level of delivery provided by the organisation in 
these crucial areas. 
The PCS was administered as a measure of the perceived terms of the exchange relationship 
(the existent psychological contract) between staff and the call-centre company. By 
establishing the relationship between the two sets of measures, the relative impact of deal 
delivery on contractual terms reported by employees could be ascertained, and the utilit\ of 
the methodology prei iously adopted h\ Guest and Conway (1997) for achieving this, could 
also he assessed. 
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6.2.2 Method 
6.2.2.1 Sample 
The sample was drawn from a major UK call-centre, and comprised largely telephone agents. 
A small number of supervisory and managerial staff ýýere also included in the sample, %%hich 
exhibited the following properties: 
" Total sample size = 144 (representing a 34% response rate) of %thich 43% %%ere female: 
" Age ranged from 16 to 55+ years, with a mean of 26 years and standard deviation of 7 
years; 
" Organisational tenure ranged from 0.5-5 years, with a mean of 9 months and standard 
deviation of 1 year. 
6.2.2.2 Measures 
All respondents completed a self-administered questionnaire. The first two sections of the 
questionnaire comprised a biographical section and the Psychological Contract Scale (PCS) 
(Millward & Hopkins, 1998). Section 1 sought demographic information on age, gender, 
type/level of job, payment terms and organisational tenure. Section 2 comprised the PCS in 
the form of 22 statements tapping into contractual orientations to work, as described in detail 
in Chapter 2. Items in the form of statements (see Appendix 1) were responded to on 7-point 
Likert scales anchored by `strongly agree' (7) through to `strongly disagree' (1). The third 
section of the questionnaire included the Organizational Culture Scale (Glaser, Zamanou and 
Hacker, 1987). This measure includes 31 items stemming from six subscales: teamwork and 
conflict, climate and morale, supervision, involvement, information flow and meetings (see 
Appendix 2 for a list of items contributing to each sub-scale). The instrument was designed to 
focus particularly on `cultural' elements of communication within an organisation and was 
validated within a government agency (n=190) and a manufacturing company (n=140). It has 
demonstrated utility in tracking an organisational culture change programme across a two- 
s ear period (Zamanou & Glaser, 1994). Items in the form of statements were responded to on 
7-point Likert scales anchored by 'strongly agree' (7) through to `strongly disagree' (1), thus 
extending the 1-5 Likert scale originally proposed by Glaser et al (1987). 
Glaser et al (1987) report the follo\\ ing (see Table 6.1) Cronbach's alpha co-efficients for the 
six scale dimensions, shown alongside Cronbach's alpha co-efficients obtained in the current 
study (N. B. sample sizes shown in parantheses): 
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Table 6.1: Reported reliabilities for Organizational Culture Scale 
Internal consistency reliability 
(Cronbach's a) 
Glaser et al (1987) Present study 
Teamwork and conflict . 
87 (n =51) . 
78 (n= 103) 
Involvement 
. 
86 (n =51) . 79 (n=103) 
Meetings 
. 
89 (n =50) . 
79 (n= 103) 
Supervision 
. 
91 (n =48) . 
86 (n= 103) 
Information flow 
. 
82 (n =52) . 
73 (n= 103 ) 
Climate and morale . 
84 (n =51) . 
85 (n= 103) 
The PCS sub-scales achieved the following alpha values: contract-focus ((x=. 753, n=139), 
professional development (a=. 864; n=139); time-frame (a=. 842; n=139); equity (a=. 752. 
n=139). Thus, obtained internal consistency reliability values for both the PCS and OCS were 
sufficient to infer their robustness and warrant their inclusion in the current stud\ . 
6.2.2.3 Procedure 
A survey instrument comprising the above-named measures was administered to the 
population of a UK call-centre. The aims of the study were as follows: 
To explore the value of attempts to link perceived delivery of the deal with formation of 
exchange terms between employee and employer; 
2. To establish the relationship between the two sets of variables for the current sample; 
3. To ascertain the viability of this methodology for quantifying the impact of perceived 
organisational deal delivery on contractual orientation adopted by employees; 
4. To examine the psychometric properties of the instrument selected to assess perceived 
delivery of the deal with a view to its continued use in future studies. 
This involved the following procedural steps: 
0 Assessment of the correlational and regressional relationships between PCS sub-scales 
and those of the OCS via parametric techniques; 
" Use of exploratory and confirmatoy factor analytic techniques to assess the empirical 
independence of the OCS sub-scales; 
" Assessment of the content validity of the OCS in terms of its applicability and 
generalisability across a range of workplace samples. 
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The application of factor analytic procedures for this sample upheld certain guidelines, but 
contradicted others, as detailed below: 
" The sample was fairly homogeneous, taken from a single organisation and comprising 
participants largely of the same job and grade; 
0 The sample comprised 144 members, exceeding the 100 minimum sutzgested by. e. g. 
Barrett and Kline (1981); 
0 The item: subject ratio was only 5: 1, significantly lower than that suggested b,. Barrett 
and Kline (198 1). 
Due to the fact that only partial support was provided for these guidelines, results from factor 
analytic procedures shown below should be treated with appropriate caution. 
In addition, it should be noted that this study employs Maximum Likelihood factor analysis in 
order to examine correlational relationships between study variables. The statistic which 
gauges the level of `fit' of the model with the data - chi square - has been shown to be 
dependent on sample size, rendering its associated significance level as somewhat limited in 
meaning. In line with the recommendation of Tabachnick and Fidell (1996), model-data fit is 
adjudged to be acceptable in the following analyses when the ratio of chi-square to degrees of 
freedom is lower than 3: 1. In cases where this ratio is exceeded, model-data fit will be 
adjudged to be poor. 
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6.2.3 Results 
Parametric correlational analyses using Pearson's product moment correlation co-efficient 
were carried out between OCS and PCS sub-scales as shown in Table 6.2, below: 
Table 6.2: Relationships between OCS and PCS sub-scales assessed via Pearson's 
product moment correlation co-efficient 
Contract-focus Equity Professional Time-frame 
development 
Teamwork and -. 078 . 
423** 
. 
204* . 
199* 
conflict n=137 n=137 n=137 n=137 
Involvement -. 227** . 478** . 419** . 
402** 
n=138 n=138 n=138 n=138 
Meetings -. 195* . 509** . 424** . 
376** 
n=138 n=138 n=138 n=138 
Supervision -. 137 . 416** . 
295** 
. 176* 
n=138 n=138 n=138 n=138 
Information flow -. 338** . 553** . 509** . 
406** 
n=138 n=138 n=138 n=138 
Climate and -. 291 ** . 700** . 548** . 
511** 
morale n=138 n=138 n=138 n=138 
* Correlation significant at the . 
05 level (two-tailed) 
** Correlation significant at the . 
01 level (two-tailed) 
On initial inspection of Table 6.2, it appears that close relationships exist between many of the 
OCS and PCS sub-scales for this sample. The OCS sub-scales `Information flow' and 
`Climate and morale', however, appear to be most closely related to PCS sub-scale scores. To 
investigate this further, a series of stepwise entry multiple regression models were constructed 
with an F entry criterion of . 
05, entering all OCS sub-scale scores onto each of the PCS sub- 
scale scores in turn. Collinearity diagnostics revealed no multicollinearity between study 
variables. For the PCS sub-scale contract-focus, only the OCS dimension `information flow' 
achieved significance (Beta = -. 344, t= -4.26, p-0), explaining 11% of variance in the 
contract focus data. This suggested that for the current sample, poor flow of information at 
both micro and macro levels was likely to lead to an increase in employees working to the 
letter of their employment contract and avoiding involvement and investment in their job. 
The relatively low proportion of variance explained by the single OCS sub-scale should, 
however, be noted. 
For perceptions of equity, only the OCS dimension `climate and morale' achieved 
significance (Beta = . 700, t= 11.40. p--0), this time explaining 49% of variance in the 
perceived equity data. Here, perceptions of trust, mutual respect and a motivated, high morale 
NNorkforce were most likel> to lead to perceiNed equit\ on the part of employees. 
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For perceived opportunities for professional development, the OCS dimensions climate and 
morale' (Beta = . 
463, t=4.39, p-0), 'information flow' (Beta = . 
289, t=2.81. p=. 006). and 
`teamwork & conflict' (Beta = . 
214. t=2.47. p=. 015) all achieved significance. together 
explaining 34% of the variance in the professional development data. This suggested that for 
employees to perceive opportunities for professional development and growth, the` needed to 
feel that a climate of trust, fairness and respect existed within the organisation, that 
information was available to them at team, departmental and organisational levels, and that 
their immediate team was coherent, honest, supportive and effective. 
Finally, for the PCS sub-scale perceived time-frame, OCS dimensions 'climate and morale' 
(Beta = . 
520, t=5.20, p-0), `supervision' (Beta = . 
262, t=2.75, p=. 007), and 'involvement' 
(Beta = . 
222, t=2.19, p=. 03) achieved significance, together accounting for 29% of the 
variance in the time-frame data. Thus, in order for employees to declare an intention to 
remain with their organisation in the long term, they needed to feel that a climate of fairness, 
trust and respect prevailed within the organisation, that they had an open and healthy 
relationship with their immediate supervisors and that they were consulted regarding local 
policy decisions that could affect their working lives. 
A principal components exploratory factor analysis was undertaken with the 32 component 
items making up the Organizational Culture Scale. It was expected that the six-factor 
structure of the scale originally proposed by its authors (Glaser et al, 1987) would be 
replicated. However, it was felt necessary to explore other possible factorial structures 
suggested by scree and eigenvalues tests in order that the most accurate and parsimonious 
interpretation of the instrument's structure be obtained for the current sample. Scree and 
eigenvalues tests suggested that seven, and not six, factors was the appropriate number to 
extract from the data. A maximum likelihood confirmatory factor analysis was then 
undertaken with the sample data forcing OCS items onto seven factors via an obliquely- 
rotated solution. The solution was unable to converge in 25 iterations, suggesting that the 
number of factors contained ww ithin the dataset was not seven. The original researchers' six- 
factor structure was thus entered into a maximum likelihood analysis «ith the maximum 
permissible number of iterations extended to 40. The solution converged in 37 iterations, «ith 
the folloN\ ing factor structure (see Table 6.3, below) reported: 
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Table 6.3: Maximum Likelihood Confirmatory Factor Analysis of Organizational 
Culture Scale Component Items Using Telemarketing Sample (n=144) 
Factor I Factor 2 Factor 3 Factor 4 Factor 5 Factor 6 
Climate 1 
. 487 
Climate 2 
. 
865 -. 332 
Climate 3 
. 
672 
Climate 4 
. 520 
Climate 5 
. 
346 
. 
410 
Information 1 
. 457 
Information 2 
. 
307 
Information 3 
Information 4 
. 550 
Involvement 1 
. 
501 
Involvement 2 
. 578 
Involvement 3 
. 
475 
. 
413 
Involvement 4 
. 701 
Meetings 1 
. 
481 
Meetings 2 
. 
481 
Meetings 3 
. 
371 
Meetings 4 
. 608 
Meetings 5 
. 
41 1 
Supervision 1 
. 568 
Supervision 2 
Supervision 3 
. 
391 
Supervision 4 
. 682 
Supervision 5 
. 721 
Supervision 6 
. 
403 -. 441 
Supervision 7 
. 519 
Teamwork 1 
. 
408 
Teamwork 2 
. 525 
Teamwork 3 
. 704 
Teamwork 4 
. 
632 
Teamwork 5 
. 
532 
Teamwork 6 
. 
809 
The solution converged in 37 iterations, explaining 52.7% of the variance in the data: 35.2% 
for Factor I (eigenvalue = 10.92), 5.4% for Factor 2 (eigenvalue = 1.67), 5.2% for Factor 3 
(eigenvalue = 1.59), 3.0% for Factor 4 (eigenvalue = . 94), 1.9% for Factor 5 (eigenvalue = 
58) and 2.0% for Factor 6 (eigenvalue = . 62). The chi-square test of fit statistic reached 
389.97, df = 291, \\ ith an associated probability value of p-01. The chi-square: degrees of 
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freedom ratio was approximately 1, suggesting an acceptable level of fit between model and 
data. 
The factor structure was fairly close to that expected from Glaser et al's (1987) original work. 
although several factors appeared to be slightly confused, most notably 'information flow', 
one item of which failed to load significantly on any factor, with another loading on an 
unexpected factor. The two remaining `information flow" items loaded on the ' ins olvement' 
factor, suggesting some conceptual overlap in the two dimensions. All other dimensions 
appeared to achieve relative independence with the exception of a small number of individual 
items which loaded on unexpected factors, or failed to load significantly on any factor. 
Taking into account the shortcomings of the sample's characteristics (homogeneity and small 
size), the relative independence of most of the component dimensions within the OCS, and the 
relative robustness of each dimension in terms of internal consistency reliability (see Table 
6.1, above), it was felt that the psychometric properties of the OCS were sufficient to permit 
its continued use in pilot work to model pre-determinants of the psychological contract 
concept. However, the scale contained a number of restrictions in terms of its content which 
would need to be addressed before a final assessment of its utility could be made. 
6.2.4 Discussion 
The results suggest some very interesting relationships between perceived delivery of the deal 
and the terms of the exchange agreement between employee and employer. The sample in 
question was composed largely of call-centre agents working in an environment described by 
some commentators as "bright, satanic offices" (Baldry, Bain and Taylor, 1998: 163). The 
employee sample spent the majority of each working day seated in front of a computer, 
speaking to customers on the telephone via a headset. Task variation was minimal, 
environmental conditions generally noisy (open-plan office, seating over 300), with little 
privacy (calls are constantly monitored and staff are `hot-desked' with little opportunity for 
-personalising' their own space) and very visible middle management constantly observing 
\tiorkers, by walking about, or from their centrally-positioned operations console. It is v. ithin 
such an emplo` ment environment that staff need to feel that the organisation is treating them 
fairly and retains a level of respect for them, even though their job may be mundane and 
repetitive. 
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In the call-centre environment, employees rely on effective communication at all levels in 
order to be efficient in their jobs. Supervisory-staff relationships are also critical. The sample 
members all worked in small teams, headed by a 'team leader' or supervisor largely 
responsible for motivating the team and ensuring that their needs and requirements at work 
were communicated to senior management and vice versa. The team-focused working 
environment was another crucial characteristic of the sample. Competitiveness between (but 
not within) teams was encouraged within the sample organisation, leading to an increased 
reliance on one's immediate team for support and for a sense of organisational belonging. 
Not surprisingly then, each of these factors (information flow, teamwork and supervision) 
proved to be highly salient to employees' views of the exchange relationship, in one case 
predicting close to 50% of these perceived terms. 
In other cases, most notably contract-focus (working to the letter of the employment contract; 
failing to invest emotionally in the organisation), perceived delivery of the deal by the 
employer did not appear to be such a useful predictor, with only just over 10% of variance 
explained by organisational perceptions. However, overall, it appeared that the relationship 
between perceived delivery of the deal (operationalised via perceptions of the organisation in 
various critical areas) and terms of the exchange relationship (i. e. the psychological contract, 
between staff and the organisation) was worthy of further investigation. Prior to this, a 
number of issues regarding the conceptual properties of the instrument used to assess 
organisational deal delivery, the Organizational Culture Scale, remained outstanding and 
required exploration in order that the instrument could be usefully applied to further samples. 
The original scale was designed to focus specifically on elements of communication within 
the workplace (Glaser, 1983; Glaser et al, 1987), hence its inclusion of dimensions such as 
'information flow', `involvement', `meetings' and 'supervision' to identify a range of areas 
relevant to effective communication within the workplace: horizontal communication 
(addressed by the 'information flow' dimension); upward communication (addressed by 
involvement'); and two-wway vertical communication (addressed by the dimensions 
meetings' and 'supervision'). The scale's other dimensions, 'teamwork and conflict' and 
'climate and morale', are less overtly focused on communication and deal more with general 
climatic issues in the working environment. 
Whilst man\ of these issues \\ere found to be of crucial importance to the stud) sample 
selected for piloting (since the participants' \\orkin`g environment was a communication- 
critical one), it was felt that focusing too closely on communication issues alone may limit the 
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general isabiIity of any tool selected to examine organisational delivery of the deal across a 
range of organisations. Remaining mindful of the range and depth of organisational issues 
reported in the literature as being relevant to employees' psychological contracts (see Sections 
3.3 and 6.1, above), it was decided that a more thorough review of the existing literature and 
the various qualitative and quantitative instruments developed therein ýNould be necessary in 
order to assess the relative utility of existing measures. 
6.3 STUDY 8- PILOTING A NEW MEASURE OF DELIVERY OF THE DEAL 
6.3.1 Introduction 
11 Chapter 3 illustrated the breadth and depth of employees' elicited expectations of their 
employing organisation in return for their own efforts, commitment and loyalty (Herriot, 
Manning and Kidd, 1997; Hutton and Cummins, 1997; Robinson, Kraatz and Rousseau, 
1994). Whilst recent sweeping changes within the workplace, including mergers, downsizing, 
early retirement programmes have left many remaining employees 'shell-shocked' (Brockner, 
Grover, Reed and DeWitt, 1992), it appears from much of the psychological contract literature 
that employees retain expectations of their employing organisation which reach far beyond the 
bare minimum suggested by Herriot and Pemberton's (1995) new deals'. This is borne out to 
some degree in research by Guest and Conway (1997) and Guest (1998b), which suggests that 
employees' perceptions of an equitable, habitable organisational climate which involves them 
and invests in them via progressive HR policies, can have a dramatic effect on the terms of 
their exchange relationship with the employer and the psychological contract therein. Thus, 
where employees perceive their wide-ranging expectations to have been largely fulfilled, they 
can be seen to develop relational-style psychological contracts with the employer, leading 
ultimately to positive outcomes such as high commitment, low absence and an intention to 
stay ww ith the organisation. 
Study 7 illustrated the potential utility of assessing employees' perceptions of the extent to 
which an equitable emplo,, ment deal has been 'delivered' by the organisation, using an 
existing measure of organisational climate focusing on communication-specific elements of 
the work environment. The relationships established between these organisational perceptions 
and the exchange terms of the psychological contract suggest that perceptions of 
organisational deal deliNerN can hale a significant impact on employees' contractual 
orientation. Hoxý cN er, in order to widen the scope of these findings, the content of the 
instruments used to assess these factors must be generalisable across organisational and 
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industrial populations. To this end, the Organizational Culture Scale (Glaser. Zamanou and 
Hacker, 1987) was adjudged to be narrow in scope and %ýhile applicable to the organisational 
sample used in Study 7, was regarded as limited in its general isabiIit\ to further samples. It 
became clear that another instrument would be required «hereby the common and unique 
predictors of the psychological contract could be ascertained across organisational groups. 
A plethora of research studies and instruments have been published purporting to quantify 
organisational culture and climate. The majority of this work is based on the notion of 
organisational `meaning' (Rentsch, 1990) (i. e. the concept that people's attitudes and 
behaviour are based on their interpretations of, or the meaning they attach to, organisational 
situations and events). This theoretical position contends that organisational members 
perceive and make sense of organisational practices, policies and procedures in 
psychologically meaningful terms (James, Joyce and Slocum, 1988; Schneider and Rentsch, 
1988). It also assumes that this psychological meaning may be captured by asking employees 
to rate non-evaluative statements relating to their organisation as more or less descriptive of 
the organisation, using scaled ratings. Guest and Conway (1997) have shown that a similar 
approach could be used to assess the impact on psychological contract terms of the meaning 
invested by employees in their employing organisation's behaviour, apparent from adopted 
policies, practices and procedures. This prompted examination of the properties of available 
culture and climate instruments, their conceptual proximity to employees' expectations of 
their employing organisation (as detailed in the review presented in Section 3.3) and their 
likely comprehensibility and general isabi I ity across intra- and inter-organisational groups. 
A brief review of relevant psychometric tools, including the Psychological Climate Inventory 
(James and Sells, 1981); the Organizational Climate Measure (Pritchard and Karasick, 1973): 
the Organizational Climate Questionnaire (Solomon, 1986); the Organizational Culture 
Profile (O'Reilly, Chatman & Caldwell, 1991); the Organizational Culture Diagnosis Survey 
(Chatman & Barsade, 1995), the Corporate Culture Survey (Glaser, 1983); the Organizational 
Beliefs Questionnaire (Sashkin, 1984). the Culture Gap Survey (Kilmann & Saxton, 1983)-, 
Perceived Organisational Climate (Dieterly and Schneider, 1974); and other scales developed 
by Franklin (1975), Johannesson (1973), Litwin and Stringer (1968) and Schneider (1972), 
resealed some conceptual confusion regarding the notions of culture and climate. Many of 
the above instruments tapped into similar areas of organisational experience, using similar 
techniques, and even very similar items, regardless of their seemingly arbitrary labelling as 
assessments of 'climate' or 'culture'. This aside, the re\ ievt pointed to some 'core' 
dimensions of organisational climate which very closely matched the kind of employee 
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expectations documented in Sections 3.3 and 6.1. above, deriving from the psychological 
contract literature. Identified factors included: 
" Job security; 
" Rewards and benefits; 
" Sense of belonging/identification; 
" Opportunities for development; 
" Perceptions of management; 
" Level of experienced pressure; 
" Level of participation for staff; 
" Information flow and communication; 
" Climate of openness; 
" Climate of loyalty and commitment. 
However, none of the psychometric instruments listed above was able to comprehensively 
address all of these issues. In addition, many of the scales had become outdated in language, 
or were developed in the US and contained concepts and phrases inappropriate to a UK 
population. In order to achieve adequate content validity in each of the above-listed areas, a 
new instrument would need to be developed, adapting and anglicising some items from 
existing scales and developing new items where necessary. 
Further to this review of climate/culture literature, the reviews presented in Sections 3.3 and 
6.1, above, had revealed the potential importance of a number of employee relations/human 
resources policy issues. Dunahee and Wangler (1974), Guest (1998b), Guest and Conway 
(1999), Rousseau (1995) and Stiles, Gratton, Truss, Hope-Hailey and McGovern (1996), for 
example, mention these elements and their influence on contractual orientation of employees. 
Dunahee and Wangler (1974) suggested that making clear job responsibilities and providing 
continuous feedback were crucial predictors of employees perceiving their psychological 
contracts to be fair and equitable, largely due to the clarity which such practices bring to the 
exchange relationship. 
Guest and Conv, ay (1997) and later Guest (1998b) included performance management and 
human resource practices in their predictive path models focusing on the psychological 
contract. Issues addressed included performance-related pay, profit-sharing policy, 
opportunities for training and development, grie\ ance procedures, bullying policy, etc. 
Rousseau (1995) hinted at HR policy factors in her 2x2 typology of transactional-relational 
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contracts, including a 'performance terms' variable to distinguish between contracts where 
performance-specifying terms had been made explicit and where theN remained implicit. 
Finally, Stiles et al (1996) suggested the importance of well-defined objectives and 
performance terms in the maintenance of positive employee psychological contracts. To 
address the performance management element of deal delivery, it Ukas felt that items covering 
the following areas should be constructed for inclusion in the scale: 
" Provision of feedback on work; 
" Provision of guidelines on job role. 
Overall, then, existing psychometric instruments similar in format to that employed in Study 7 
- the Organizational Culture Scale (Glaser, Zamanou and Hacker, 1987) - were not regarded 
as comprehensive, comprehensible or generalisable enough to be used directly as an indicator 
of perceived deal delivery. The aim of the current study was to pilot a new measure of 
organisational deal delivery which could adequately capture the breadth and depth of 
employees' expectations based on previous research in both the psychological contract and 
culture/climate fields. 
6.3.2 Method 
6.3.2.1 Sample 
The sample was taken from a firm of engineering contractors, comprising staff from all jobs, 
grades and levels of education across the organisation. The sample exhibited the following 
properties: 
" Total sample size = 721 (representing a 52% response rate) of which 13% were female; 
" Age ranged from 16 to 55+ years, with a mode of 35-39 years; 
" Organ isational tenure ranged from 0.1-40 years, with a mean of 7.4 years and standard 
deviation of 7.5 years. 
6.3.2.2 Measures 
All respondents completed a self-administered questionnaire. The first section of the 
questionnaire comprised a biographical section and sought demographic information on age, 
gender, t) pc/level of job, educational level, job and organisational tenure. The second section 
of the questionnaire contained 34 items relating to perceived organisational delivers of the 
deal, quantified in terms of a number of dimensions relevant to employees, including: 
0 Job securit\ , 
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" Rewards and benefits; 
" Sense of belonging/identification: 
" Opportunities for development; 
" Perceptions of management; 
" Level of experienced pressure; 
" Level of participation for staff; 
" Information flow and communication; 
" Climate of openness; 
" Climate of loyalty and commitment; 
" Provision of feedback on work; 
" Provision of guidelines on job role. 
Items included in this section appear in Appendix 3, along with their expected a priori 
factorial membership. The third section of the questionnaire requested information of specific 
interest to the study organisation including, for example, knowledge and understanding of the 
company mission statement, attendance at team briefings, etc. These questions were 
separated from the body of the questionnaire in order to minimise any error introduced by 
their inclusion. 
6.3.2.3 Procedure 
To obtain a measure of perceived delivery of the deal which was generalisable, with robust 
psychometric properties, comprehensively covering all issues of importance to employees, 
and expressed in contemporary language accessible to all organisational levels, a new measure 
was developed. This measure incorporated adapted items from existing measures of 
organisational meaning (deriving from both the culture/climate and psychological contract 
research fields), and developing new items where necessary. The instrument was 
administered to all staff employed by a firm of engineering contractors (n=721). To establish 
the psychometric properties of this instrument, the following procedural steps were required: 
" Exploratory principal components factor analysis to uncover possible factorial structures; 
" Confirmatory maximum likelihood factor analysis to confirm factor structure; 
" Analysis of percentage response by item and analysis of percentage response by 
educational level to assess item comprehension across hierarchical/educational levels; 
0 Assessment of internal consistency of each factorial sub-scale via reliability analysis. 
The study organisation Naas selected as it comprised staff from a range of professions and 
educational lei els, from site labourers to operational directors, and from unqualified staff to 
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those with postgraduate degrees. The application of factor analytic techniques vv ith this 
sample upheld all guidelines suggested by leading psychometricians. as follo,. tis: 
The sample was heterogeneous, taken from a single organisation across jobs and grades, 
although it was significantly skewed in terms of gender distribution, as noted in Section 
6.3.2.1, above; 
2. The sample comprised 721 members, significantly exceeding the 100 minimum suggested 
by, e. g. Barrett and Kline (1981); 
3. The item: subject ratio was 25: 1, significantly greater than that suggested bý Barrett and 
Kline (1981), and the conservative criterion suggested by Arrindel and van der Ende. 
1985). 
In addition, it should be noted that this study employs Maximum Likelihood factor analysis in 
order to examine correlational relationships between study variables. The statistic which 
gauges the level of `fit' of the model with the data - chi square - has been shown to be 
dependent on sample size, rendering its associated significance level as somewhat limited in 
meaning. In line with the recommendation of Tabachnick and Fidell (1996), model-data fit is 
adjudged to be acceptable in the following analyses when the ratio of chi-square to degrees of 
freedom is lower than 3: 1. In cases where this ratio is exceeded, model-data fit will be 
adjudged to be poor. 
6.3.3 Results 
Exploratory principal components factor analysis was undertaken with 30 of the 34 items 
constructed as part of the delivery of the deal measure. The remaining 4 items were excluded 
as they were single items not expected to cluster with other factors. These items were as 
follows: 
This is an organisation which offers you/which/has: 
" Where employees' perks and benefits are good; 
" The possibility of staying with the organisation for some time; 
" Provides you with clear guidelines of what is expected of you at work: 
" Regular and comprehensive feedback on your performance at work. 
The exploratory principal components analysis reported the likelihood of a 5-factor structure 
(according to scree and eigenvalues tests), which was tested in confirmatory mode via a 
maximum likelihood factor analysis, \\ ith 5 factors (the ML analysis reported 5 factors 
whether eigeiivalues I or 5 factors ere specified) obliquely rotated to simple structure. The 
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results are shown in Table 6.4, below. Please note that factor loadings lower than .3 
have 
been excluded for the sake of clarity: 
Table 6.4: Maximum likelihood 5-factor analysis for delivery of deal scale with 
engineering sample (n=721) - first run 
Item Factor I Factor 2 Factor 3 Factor 4 Factor 5 
PARI 
. 590 
PAR2 
. 
659 
PA R3 
. 
489 
COM 1 
. 
674 
COM2 
. 553 
OPEN I 
. 
328 
OPEN2 
OPEN3 
. 743 
BEL l 
. 
624 
BEL2 
. 
385 
BEL3 
. 
439 
PRES l 
. 713 
PRES2 
PRES3 
PRES4 
. 
681 
PRES5 
. 
566 
CAR] -. 975 
CAR2 -. 885 
PROF 1 
. 
678 
PROF2 
. 383 
LOY 1 
. 387 
LOY2 
. 506 
LOY3 . 480 
LOY4 -. 472 
LOYS 
. 787 
MAN 1 
. 527 
MAN2 
. 
552 
MAN3 . 
558 
MAN4 . 
857 
MANS . 753 
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Inter-factor correlations were as follows: 
Factor I Factor 11 Factor 21 Factor 31 Factor 41 Factor 51 
Factor IX-. 426 . 127 -. 
410 
Factor 2 x -. 022 . 
187 -. 3 -? 
Factor 3 X . 
147 -. 040 
The solution converged in 12 iterations, explaining 48.6% of variance in the data: 30.8% for 
Factor I (eigenvalue = 8.92), 5.2% for Factor 2 (eigenvalue = 1.51), 7.5% for Factor 3 
(eigenvalue = 2.18), 2.6% for Factor 4 (eigenvalue = . 
79) and 2.5% for Factor 5 (eigenvalue = 
. 
71). The chi-square test of fit statistic reached 712.05, df = 271, with an associated 
probability value of p-0. The ratio of chi-square to degrees of freedom was 3, suggesting a 
reasonable fit of model and data, according to criteria established a priori. 
Factor I for this solution contained items covering several expected a priori dimensions, 
including sense of `belonging/identification', `participation', `information flow' and 
perceptions of `management'. Some dimensions proved problematic, most notably 
`openness', whose component items were split between two factors and/or did not load 
significantly on any factor. The `pressure' dimension also reported two items which failed to 
load on any factor. All remaining items loaded as expected, save for "This organisation offers 
you the opportunity to participate in work-related decisions", which loaded alongside 
perceptions for professional development. These confused/low loading items (PARI , PRES2, 
PRES3), along with the three items comprising the `openness' dimension (OPEN 1, OPEN2, 
OPEN3), were all excluded from a repeated maximum likelihood factor analysis which again 
attempted to rotate onto 5 factors. Table 6.5, below, shows the result. 
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Table 6.5: Maximum likelihood 5-factor analysis for delivery of deal scale with 
engineering sample (n=721) - second run 
Item Factor I Factor 2 Factor 3 Factor 4 Factor 5 
PAR2 
. 
837 
PAR3 
. 427 
COM 1 
. 778 
COM2 
. 599 
BEL 1 
. 
708 
BEL2 
. 
588 
BEL3 
. 
652 
PRES 1 
. 730 
PRES4 
. 673 
PRES5 
. 566 
CARL 
. 898 
CAR2 
. 
718 
PROF] 
. 305 . 505 
PROF2 
. 
391 
LOY I 
. 
415 
LOY2 
. 
591 
LOY3 
. 458 
LOY4 -. 375 
LOY5 
. 
693 
MAN 1 -. 672 
MAN2 -. 803 
MAN3 
. 
669 
MAN4 
. 713 
MANS -. 754 
Inter-factor correlations were as follows: 
Factor Factor I Factor 2 Factor 3 Factor 4 Factor 5 
Factor I X . 388 -. 066 -. 405 -. 149 
Factor 2 X . 
175 -. 605 -. 348 
Factor 3 X -. 119 . 
149 
Factor 4 X . 
264 
Factor 5 X 
The solution converged in 10 iterations, explaining 52.9% of variance in the data: 16.5% for 
Factor I (eigenvalue = 3.79), 39.0% for Factor 2 (eigenvalue = 5.17), 8.6% for Factor 3 
(eigenvalue = 1.91), 2.4% for Factor 4 (eigenvalue = . 54) and 3.0% for Factor 5 (eigenvalue = 
69). The chi-square test of fit statistic reached 379.71, df = 148, with an associated 
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probability value of p-0. The chi-square: degrees of freedom ratio was approximately 3 in 
this case, in line with criteria established a priori for inferring reasonable model-data fit 
This analysis again saw the expected dimensions 'participation', 'communication' and 
'belonging/identification' loading together, this time along with `professional development' 
items. However, for this solution, three of the `management' items - those relating 
specifically to supervisory support - loaded independently. The 'pressure'. 'career 
development' and `loyalty and commitment' items loaded independently, as expected. 
Response rates by education level and hierarchical level within the organisation were 
calculated for each item shown in Table 6.5, above, in order to assess the comprehensibility of 
each item. Where response rates fell below 85% for any group, it was judged that the 
comprehensibility of the item was suspect. While for all items, response rate tended to 
increase with education level, only four items reported sub-90% response rates, with only one 
item reporting an 85% response rate. This item, "This organisation has highly charismatic 
and inspirational management", may have caused confusion among some organisational 
groups and was marked for possible deletion following subsequent analysis. Similarly, 
response rates tended to increase with hierarchical/operational level. Here, six items reported 
sub-90% response rates, with two reporting 85% response rates for specific groups. These 
items, "This organisation has employees who don't care if the company doesn't show any 
commitment to them" and "This organisation is one where employees are not worried about 
the company showing any loyalty to them", may again have caused confusion among some 
organisational groups and were again marked for possible deletion following subsequent 
analvsis. 
Internal consistency reliability analyses were undertaken for each of the factors suggested by 
Table 6.6, above, using Cronbach's alpha criterion. The following results were obtained: 
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Table 6.6: Internal consistency reliability analyses (using Cronbach's a) for delivery of 
deal dimensions with engineering sample (n=721) 
Dimension Items Alpha -value and 
sample size 
Belonging/communication/ PAR2, PAR3, COMI, COM2, BELI, BEL2, a =. 919 
professional development/ BEL3, PROFI, PROF2, MAN3, MAN4 n=591 
management 
Career development CAR I, CAR2 a =. 894 
n=679 
Pressure PRESI, PRES4, PRES5 a =. 717 
n=699 
Supervisory support MAN I, MAN2, MANS a =. 861 
n=702 
Loyalty and commitment LOY 1, LOY2, LOY3, LOY4, LOY5 a =. 712 
n=601 
These results show that for all obtained dimensions with this sample, internal consistency was 
sufficient to infer robustness and reliability. The first dimension, comprising 'belonging', 
`communication', `professional development' and `perceptions of management' items, 
achieved such a high alpha rating ((x>. 9) that suspicions were raised about the content validity 
of the dimension, since the combination of apparently disparate elements of deal delivery 
resulted in a reliability rating usually restricted to tautologous item-factor relationships. This 
may have resulted from high method co-variance in the questionnaire approach used which 
may have led to some participants adopting a global response strategy for these items (i. e. 
responding `positively' or `negatively' in these areas depending on their overall perception of 
the organisation), rather than discriminating between question areas. Maximum likelihood 
factor analysis was used to test this hypothesis, by forcing a selected number of factors from 
these items. Three factors were entered in an obliquely-rotated solution, with the following 
result: 
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Table 6.7: Maximum likelihood confirmatory, factor analysis, forcing three factors from 
Table 6.6's factor I 
Item Factor I Factor 2 Factor 3 
PAR2 
PAR3 
COM I 
. 
714 
COM2 
. 
742 
III 
. 
874 
BEL2 
. 
743 
BEL3 
. 742 
PROFI 
. 
826 
PROF2 
. 
674 
MAN3 
. 
640 
MAN4 
. 348 
Inter-factor correlations were as follows: 
Factor Factor I Factor 2 Factor 3 
Factor I X -. 660 . 724 
Factor 2 X -. 480 
Factor 3 X 
The solution converged in 13 iterations, explaining 59.1 % of variance in the data: 52.0% for 
Factor 1 (eigenvalue = 5.71), 4.4% for Factor 2 (eigenvalue = . 
49), and 2.8% for Factor 3 
(eigenvalue = . 
30). The chi-square test of fit statistic reached 64.37, df = 25, with an 
associated probability value of p-0. The chi-square: degrees of freedom ratio was 
approximately 3 in this case, in line with criteria established a priori for inferring reasonable 
model-data fit. 
Whilst Scree and eigenvalue testing suggested the existence of only a single factor, it 
appeared possible to force the expected a priori structure from the data. Table 6.7, above, 
shows that the 'participation' items failed to load significantly on any factor, but that the 
'communication' and 'professional development' items loaded independentl}, v ith the 
'belonging' and to 'management' items loading together on the remaining factor. This 
finding appeared suggestive of a multidimensional primary factor whose earlier unifactorial 
distribution ma\ have resulted from global response strategies adopted by some study 
participants. 
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However, the low eigenvalues reported by this analysis lead us to conclude that the factors 
suggested are relatively unstable. and that the original interpretation of Factor I (see Table 
6.5), may be more robust. 
6.3.4 Discussion 
Overall, the study's results were seen to be encouraging, with a multidimensional measure of 
organisational deal delivery emerging from the data. However, a number of problems also 
became apparent. Firstly, several items failed to load significantly on an, factor under 
confirmatory ML analysis, suggesting that they were either unrelated, or only N', eakl\ related 
to factors reported under the analysis. In order that the instrument maintained properties of 
high generalisability and parsimony, it was adjudged that these items should be excluded from 
subsequent analyses. Secondly, several items reported depressed response rates for specific 
sample sub-groups. In order that comprehensibility of items remained a priority, these items 
were noted for possible deletion if the similar comprehension problems arose with new 
samples. Perhaps most critical to the integrity of the developing instrument, however, v, as the 
finding that the factor structure obtained appeared to combine a number of items which were 
expected to retain empirical independence. Further analyses suggested that this may have 
resulted from a `global' response strategy adopted by some respondents, but the factor 
structure may equally well have accurately reflected respondents' own cognitive 
representations of these areas. In order to further explore these possibilities and draw accurate 
conclusions from the data, it was clear that additional samples would be required. 
6.4 STUDY 9- REPLICATING STUDY 8 FINDINGS WITH NEW SAMPLES 
6.4.1 Introduction 
Following completion of Study 8, it became clear that replication of the obtained factor 
structure would be required with fresh samples before any unequivocal conclusions could be 
drawn about the psychometric properties of the delivery of the deal scale. A particular issue 
concerned the global primary factor which incorporated a number of items expected to gain 
empirical independence prior to Study 8. Regardless of this issue, however, re-running the 
analyses vv ith ne\\ samples remained critical to assessing the general isabiIity of factor 
structure and internal consistency. Three ne\\ organisational samples %%ere included in Study 
9: the first dra\\n from the UK division of a major insurance broker, the second from head 
office staff of a major pub'restaurant chain. and the final sample dra\ýn from all staff across a 
water services group (including a city maintenance company, a water serN ices compan} and 
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an environmental consultancy). All samples v ere selected for their heterogeneit., which was 
felt to be crucial to the inference of generalisabilit. and comprehensibility of items across all 
organisational groupings. 
In addition, whilst it was clearly crucial for the delivery of the deal scale to possess sufficient 
internal robustness (in terms of generalisable reliability and validity), as «ell as sufficient 
comprehensibility to be applicable to a wide range of occupational groups, it was also seen as 
important to establish the instrument's external, divergent validity. Since the intention of 
subsequent studies was, at least in part, to explore the relationship between perceived terms of 
the exchange relationship (as indicative of the psychological contract held b} employees) and 
perceived organisational delivery of the deal, it was deemed crucial to ascertain the 
relationship between the two measures and, particularly, the factorial relationship between 
their component scales. The insurance sample was selected to establish this relationship, 
since it presented the greatest item: factor ratio and contained the largest number of employees 
of the three samples. 
6.4.2 Method 
6.4.2.1 Sample 
The first sample was taken from a firm of insurance brokers, comprising staff from all jobs, 
grades and levels of education across the organisation. The sample exhibited the following 
properties: 
" Total sample size = 882 (representing a 51% response rate) of which 37% were female; 
" Age ranged from 16 to 55+ years, with a mode of 35-39 years; 
" 100% were in full-time employment, with organisational tenure ranging from 0.1-47 
years, with a mean of 10.5 years and standard deviation of 9.4 years. 
The second sample was taken from a pub/restaurant chain's head office staff, comprising all 
staff from administrative to senior management levels. The sample exhibited the following 
properties: 
" Total sample size = 224 (representing a 63% response rate) of which 53% were female; 
" Age ranged from 16 to 55+ years, . ith a mode of 30-34 years; 
" 100% were in full-time employment, NN ith organisational tenure ranging from 0.1-25 
years, with a mean of 5.6 Nears and standard deviation of 5.5 years. 
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The third sample was drawn from the population of a ýtiater ser\ ice group's component 
companies (including a city maintenance company. a water ser, * ices company and an 
environmental consultancy). The sample exhibited the following properties: 
" Total sample size = 557 (representing a 28% response rate) of xkhich 27% were female. 
" Age ranged from 16 to 55+ years, with a mode of 35-39 . ears: 
" 100% were in full-time employment, with organisational tenure ranging from 0.1 to >10 
years, with a mean of 3-5 years. 
6.4.2.2 Measures 
All respondents from all three samples completed a self-administered questionnaire. The first 
section of the questionnaire comprised a biographical section and sought demographic 
information on age, gender, type/level of job, educational level, job and organisational tenure. 
The second section of the questionnaire contained 28 items relating to perceived 
organisational deal delivery, quantified in terms of a number of dimensions relevant to 
employees, as detailed in Study 8 (Section 6.3, above) - note that six items had been removed 
from the scale following Study 8 (Section 6.3.3, above). Items included in this section appear 
in Appendix 3, along with their expected a priori factorial membership. The third section of 
the questionnaire requested information of specific interest to each respective study 
organisation. These items were separated from the body of the questionnaire in order to 
minimise any error introduced by their inclusion. The insurance sample's questionnaires also 
contained the Psychological Contract Scale (PCS), originally developed by Millward and 
Hopkins (1998), which comprised items relating to various elements of the perceived 
exchange relationship between employee and employer including: contract-focus; 
expectations for professional development, expected time-frame; and perceived equity of the 
organisation's behaviour towards its employees. 
6.4.2.3 Procedure 
The instruments described in Section 6.4.2.2, above, were administered to all staff of a firm of 
insurance brokers (n=882), to all head office staff from a pub/restaurant chain (n=224) and to 
all staff of a water service groups' component companies (n=557). In order to establish the 
instrument's psychometric properties, the following procedural steps were required: 
" Confirmatory maximum likelihood factor analysis to confirm factor structure; 
" Analysis of percentage response by item and analysis of percentage response by 
educational leN cl to assess item comprehension across hierarchical/educational levels: 
" Assessment of internal consistency of each factorial sub-scale via reliability analysis; 
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" For the divergent validity of the delivery of the deal scale to be ascertained. a 
confirmatory maximum likelihood factor analysis as also undertaken to confirm the 
relationship between the component sub-scales of each instrument. 
It should be noted that this study employs Maximum Likelihood factor analysis in order to 
examine correlational relationships between study variables. The statistic ýýhich gauges the 
level of `fit' of the model with the data - chi square - has been shown to be dependent on 
sample size, rendering its associated significance level as somewhat limited in meaning. In 
line with the recommendation of Tabachnick and Fidell (1996), model-data fit is adjudged to 
be acceptable in the following analyses when the ratio of chi-square to degrees of freedom is 
lower than 3: 1. In cases where this ratio is exceeded, model-data fit will be adjudged to be 
poor. 
The study organisations were selected as they contained staff from a range of professions and 
educational levels. The application of factor analytic techniques with these samples upheld all 
guidelines suggested by leading psychometricians, as follows: 
The samples were heterogeneous, taken from single organisations across jobs and grades 
in the cases of the first two samples, and across component organisations, jobs and grades 
for the final sample. It should be noted that the final sample was significantly skewed by 
gender; 
2. The samples comprised 882,224 and 557 members respectively, significantly exceeding 
the 100 minimum suggested by, e. g. Barrett and Kline (1981); 
3. The item: subject ratios were 30: 1,8: 1, and 19: 1 respectively, significantly greater than 
that suggested by Barrett and Kline (1981), and in two of the three cases, approximating 
or exceeding the conservative ratio suggested by Arrindel and van der Ende (1985). 
6.4.3 Results 
Confirmatory maximum likelihood factor analysis was undertaken with 24 items constructed 
as part of the delivery of the deal measure, for the insurance sample (note that six of the 
scale's original items had been excluded from further analysis due to factorial confusion 
following Study 8; a further four single concept items were also excluded from the analysis, 
as per Study 8). The criterion 'eigenvalues> I" was used, rather than specifying the number of 
items to rotate. The results are shown in Table 6.8, belo\ý 
Iower than .3 
have been excluded for the sake of clarity 
Please note that factor loadings 
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Table 6.8: Maximum likelihood 5-factor analysis for delivery of deal scale with 
insurance sample (n=882) 
Item Factor I Factor 2 Factor 3 Factor 4 Factor 5 
PA R2 
. 
749 
PAR3 
. 487 
COM 1 
. 732 
COM2 
. 561 
BEL 1 
. 628 
BEL2 
. 
554 
BEL3 
. 616 
PRES 1 
. 
623 
PRES4 
. 718 
PRES5 
. 
671 
CAR l -. 823 
CAR2 -. 802 
PROF 1 
. 
463 
PROF2 
. 406 
LOY 1 
. 
351 
LOY2 
. 488 
LOY3 
LOY4 -. 607 
LOY5 
. 
812 
MAN 1 
. 693 
MAN2 
. 
800 
MAN3 
. 562 
MAN4 
. 
673 
MANS 
. 736 
Inter-factor correlations were as follows: 
Factor Factor 1 Factor 2 Factor 3 Factor 4 Factor 5 
Factor I X . 525 -. 
278 
. 
278 -. 537 
Factor 2 X -. 149 . 
265 -. 365 
Factor 3 X -. 069 . 208 
Factor 4 X -. 175 
Factor 5 X 
The solution converged in 13 iterations, explaining 48.8% of variance in the data: 30.1 % for 
Factor I (eigenvalue = 7.22), 4.5% for Factor 2 (eigenvalue = 1.08), 6.3% for Factor 3 
(eigenvalue = 1.52), 4.1 % for Factor 4 (eigenvalue = . 98) and 3.8% for Factor 5 (eigenvalue = 
91). The chi-square test of fit statistic reached 433.80, df = 166, with an associated 
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probability value of p-0. The chi-square: degrees of freedom ratio for this analysis Ukas 
approximately 3. suggesting an acceptable level of fit between model and data. 
As with Study 8, Factor I contained items covering several expected dimensions, including 
`sense of belonging/identification', 'participation', 'information flow', `perceptions of 
management' and opportunities for 'professional development'. The factors 'career 
development', 'supervisory support', 'pressure' and 'loyalty and commitment' obtained 
independence as with Study 8 (although noting the negligible loading of the item This 
company is one where employees are not worried about the company shot ing any loyalty to 
them", which caused comprehension problems for some groups in Stud} 8). Due to the 
apparently multidimensional composition of factor 1, a forced 3-factor ML factor analysis was 
applied to its component items, as was undertaken with the engineering sample in Study 7. 
Table 6.9, below, illustrates the results of this analysis: 
Table 6.9: Forced 3-factor Maximum Likelihood Factor Analysis for Factor 1 
component items 
Item Factor l Factor 2 Factor 3 
PARI . 721 
PAR3 
. 
388 
COM 1 
. 786 
COM2 
. 759 
BEL l . 
482 
BEL2 . 
504 
BEL3 . 
457 
PROF 1 . 826 
PROF2 . 
674 
MAN3 . 
472 
MAN4 . 607 
Inter-factor correlations were as follows: 
Factor Factor I Factor 2 Factor 3 
Factor I X . 
496 -. 631 
Factor 2 X -. 652 
Factor 3 X 
The solution converged in 23 iterations, explaining 53.1% of variance in the data: 44.9% for 
Factor I (eigenvalue = 4.94), 5.2% for Factor 2 (eigenvalue = . 57). and 3.0% for Factor 3 
(eigen's aloe = .3 3). 
The chi-square test of fit statistic reached 62.88, df =1 5, «ith an 
associated probability \alue of p-0. 
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As with Study 8, it appeared that when forced, this factor's component items fell into 
independent dimensions, including for the insurance sample, -professional development. and 
-sense of belonging/identification', ,p ith the remaining factor incorporating -information 
flow', `participation' and perceptions of `management' items. Once again. this suggested the 
multidimensional nature of this factor, and the possibility of participants having used global 
response strategies rather than discriminating between question areas. Hoýkever, as vv ith 
Study 8's findings, the unacceptably low eigenvalues for t«o of the three factors (as sho\kn in 
Table 6.9) suggested that a single factor interpretation may best represent participants' 
responses. 
The second sample underwent a similar analysis, with confirmatory ML factor analysis being 
used to extract all factors with eigenvalues greater than 1.0. However, in the case of 
pub/restaurant chain staff, a six-, as opposed to five-factor solution was suggested as the most 
accurate account of the sample data. This solution appears in Table 6.10, below: 
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Table 6.10: Maximum likelihood 6-factor analysis for delivery of deal scale with 
pub/restaurant head office sample (n=224) 
Item Factor 1 Factor 2 Factor 3 Factor 4 Factor 5 Factor 6 
PAR2 -. 593 
PA R3 
COM 1 -. 807 
COM2 -. 745 
BEL l 
. 
335 
BEL2 
. 545 
BEL3 
. 
378 
PRESI 
. 694 
PRES4 
. 688 
PRESS 
. 
560 
CAR 1 
. 854 
CAR2 
. 855 
PROF 1 
. 545 
PROF2 
. 591 
LOY 1 
. 
379 
LOY2 
. 611 
LOY3 
. 
432 
LOY4 -. 544 
LOY5 
. 
774 
MAN 1 
. 
854 
MAN2 
. 
864 
MAN3 
MAN4 
MANS 
. 
858 
Inter-factor correlations were as follows: 
Factor Factor I Factor 2 Factor 3 Factor 4 Factor 5 Factor 6 
Factor I X . 
452 -. 442 -. 095 . 
325 
. 
439 
Factor 2 X -. 436 -. 020 . 
278 
. 
296 
Factor 3 X . 
138 -. 263 -. 285 
Factor 4 X -. 003 -. 018 
Factor 4 X . 188 
Factor 5 X 
The solution converged in 13 iterations, explaining 57.9% of variance in the data: 32.8% for 
Factor I (eigenvalue = 7.87), 5.8% for Factor 2 (eigenvalue = 1.40), 6.3% for Factor 3 
(eigenvalue = 1.52), 5.5% for Factor 4 (eigenvalue = 1.33), 4.9% for Factor 5 (eigenvalue = 
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1.16) and 2.5% for Factor 6 (eigenvalue = . 
60). The chi-square test of fit statistic reached 
199.28, df = 147, with an associated probability value of p=. 003. The chi-square: degrees of 
freedom ratio was approximately I in this case, suggesting an acceptable lei el of model-data J 
fit. 
This solution presented a somewhat different picture to that reported by the insurance and 
engineering samples. In this case, the dimensions 'career development' and -professional 
development' loaded on the same factor, with the 'supervisory support', ' lo\ alt\ and 
commitment' and `pressure' dimensions achieving independence as with previous samples. 
I lowever, the two remaining `management' items, `This organisation has highly charismatic 
and inspirational management' and `This is an organisation where management talk with you 
freely about problems and issues at work', in addition to one of the 'participation' items, This 
organisation is one where you have the chance to make suggestions about how your job could 
be done more effectively' failed to achieve significance. In addition, the two 
`communication' items loaded only with the remaining `participation' item and independently 
of the `belonging/identification' items. 
Response rates per item were analysed for each sample, with the only problematic items (i. e. 
those reporting sub-85% response rates for any groups), as with the engineering sample 
(Study 8), found to be the following: 
" This organisation has highly charismatic and inspirational management; 
" This organisation is one where you have the chance to make suggestions about how your 
job could be done more effectively; 
" This organisation has employees who don't care if the company doesn't show any 
commitment to them; 
" This organisation is one where employees are not worried about the company showing 
any loyalty to them. 
Due to the repeated comprehension problems experienced by some groups across study 
samples, it was decided that these items should now be excluded from subsequent analysis. 
An ML confirmatory factor analysis ýN as re-run on the pub/restaurant head office sample Nl ith 
the above four items excluded. The most appropriate solution was now suggested as five- and 
not six-tactor, and is shown in Table 6.1 1, below: 
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Table 6.11: Maximum likelihood 5-factor analysis for delivery of deal scale with 
pub/restaurant head office sample (n=224) - second run 
Item Factor I Factor 2 Factor 3 Factor 4 Factor 5 
PAR2 
. 600 
COM 1 
. 
794 
COM2 
. 
677 
BEL I 
. 361 
BEL2 
. 482 
BEL3 
. 
392 
PRES 1 
. 
670 
PRES4 
. 759 
PRESS 
. 542 
CAR I . 931 
CAR2 
. 907 
PROFI 
. 659 
PROF2 . 650 
LOY2 
. 586 
LOY4 -. 617 
LOY5 
. 
838 
MAN I . 838 
MAN2 
. 873 
MAN4 . 837 
MANS 
. 
339 
Inter-factor correlations were as follows: 
Factor Factor 1 Factor 2 Factor 3 Factor 4 Factor 5 
Factor I X . 512 -. 234 . 301 . 507 
Factor 2 X -. 142 . 
274 
. 
445 
Factor 3 X -. 123 -. 308 
Factor 4 X . 266 
Factor 5 X 
The solution converged in 7 iterations, explaining 58.6% of variance in the data: 35.2% for 
Factor I (eigenvalue = 7.03), 6.3% for Factor 2 (eigenvalue = 1.25), 7.0% for Factor 3 
(eigenvalue = 1.40), 5.7% for Factor 4 (eigenvalue = 1.13) and 4.4% for Factor 5 (eigenvalue 
= . 88). The chi-square test of 
fit statistic reached 173.36, df = 100, with an associated 
probability value of p-j0. The chi-square: degrees of freedom ratio was approximately 2 in the 
case of this analysis, again suggesting an acceptable level of model-data fit. 
This solution saw the remaining 'participation' `management', `information flow' and 
`belonging/identification' items loading together, the `professional development' and `career 
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development' items loading together, and the 'loyalty and commitment' 'supers isor\ support' 
and "pressure' items loading independently. 
It was felt that, although items with a priori expected dimensional membership of 
communication' and 'belonging/identification' continued to load together, that their 
theoretical independence justified their being treated as separate dimensions during 
subsequent analyses. It was thus proposed, according to a priori expectations, that the 
following items best represented the `communication' dimension: 
0 Management value the opinions of workers at all levels; 
" Good communication exists throughout the organisation; 
" Staff know what's happening in work sections outside of their own. 
With the remaining items comprising the 'belonging/identification' dimension: 
" Which makes you feel an important part of it (like `one of the family'); 
" Which you are proud to tell others that you work for, 
" Whose values and attitudes seem very similar to mine; 
0 Management talk with you freely about problems and issues at work. 
In order to test the viability of this proposition from an empirical perspective, ML forced two- 
factor confirmatory factor analyses were conducted for two of the study samples used to date: 
the insurance and civil engineering samples, with the seven above-listed items. Results are 
shown in Tables 6.12 and 6.13, below. Please note that factor loadings lower than .3 
have 
been excluded for the sake of clarity: 
Table 6.12: Forced two-factor ML confirmatory factor analysis with `communication' 
and `belonging/identification' items, using civil engineering sample (n=476) 
Item Factor 1 Factor 2 
PAR2 
. 
593 
CUM 1 . 772 
COM2 
. 
778 
MAN4 
. 
304 
BEM . 
935 
BEl. 2 
. 
659 
BEL 3 . 303 
The solution converged in 7 iterations, explaining 53.7% of variance in the data: 63.4% for 
Factor I (eigenvalue = 4.43), and 10.0% for Factor 2 (eigenvalue = 1.09). The inter-factor 
correlation NN as reported as . 
670. The chi-square test of fit statistic reached 30.26. df = 8. with 
an associated probability \alue of p-0. The chi-square: degrees of freedom ratio for this 
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analysis exceeds the maximum criterion stipulated a priori. We should conclude. therefore. 
that model-data fit is relatively poor. 
Table 6.13: Forced two-factor ML confirmatory factor analysis with `communication' 
and `belonging/identification' items, using insurance sample (n=882) 
Item Factor I Factor 2 
PAR2 
. 
538 
COM 1 
. 728 
COM2 
. 
780 
MAN4 
. 478 
BEL l -. 487 
BEL2 -. 792 
BEL3 -. 689 
The solution converged in 12 iterations, explaining 68.0% of variance in the data: 56.5% for 
Factor I (eigenvalue = 3.95), and 11.5% for Factor 2 (eigenvalue = 1.08). The inter-factor 
correlation stood at . 
712. The chi-square test of fit statistic reached 15.08, df = 8, with an 
associated probability value of p=. 05. The chi-square: degrees of freedom ratio for this 
analysis is 2, suggesting that model-data fit for this analysis is acceptable. 
These results were suggestive of an underlying two-factor structure, although this level of 
clarity could only be obtained by specifying the precise terms of the model's structure. The 
likely reason for the failure of these items to separate during earlier confirmatory analyses is 
related to the relative psychological similarities/differences between the concepts addressed 
by these items, especially when compared with other concepts included in the delivery of the 
deal scale. It is clear that most employees treated issues of communication, openness and a 
sense of belonging in a very similar way, and responded to items relating to these concepts 
accordingly. Whilst it was possible to tease out response differences as shown in the analyses 
immediately above, it was clear that the conceptual similarity of these items, especially when 
set against very different concepts such as pressure, career development and loyalty and 
commitment, resulted in a overestimated, conflated relationships between these items. Thus. 
due largely to theoretical argument based on a priori expectations, but nonetheless 
underpinned b\ some suggestive empirical evidence, it was decided that these items should 
form separate dimensions, relating to 'communication' and a sense of 
'beIon`; ing/identification'. 
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Internal consistency reliability analyses ýkere undertaken using Cronbach's alpha criterion for 
all three samples according to the suggested factor structure shown in Table 6.6, aboý e, with 
the additional deviation outlined immediately above, i. e. separating 'communication' and 
`identification/belonging' items. Results appear in Table 6.14. belogt : 
Table 6.14: Internal consistency reliability analyses (using Cronbach's a) for proposed 
delivery of deal dimensions with all three samples 
Dimension Items Alpha: Alpha: Alpha: 
engineering insurance pub/rest'nt 
Communication PAR2, COM 1, COM2, a =. 852 a =. 811 a =. 789 
MAN4 n=676 n=829 n=214 
Identification/ BELL, BEL2, BEL3 a =. 840 a =. 786 a =. 781 
Belonging n=656 n=809 n=214 
Development CAR 1, CAR2, PROF 1, a =. 833 a =. 792 a =. 871 
PROF2 n=673 n=827 n=212 
Pressure PRESI, PRES4, PRES5 a =. 717 a =. 713 a =. 700 
n=699 n=872 n=222 
Supervisory MAN I, MAN2, MAN5 a =. 861 a =. 851 a =. 897 
support n=702 n=863 n=218 
Loyalty and LOY2, LOY4, LOY5 a =. 698 a =. 701 a =. 700 
commitment n=601 n=784 n=207 
These results show that for all obtained dimensions with each sample, internal consistency 
was sufficient to infer robustness and reliability. However, the `loyalty and commitment' 
dimension only just achieved this level and remained under scrutiny in subsequent studies. 
It was felt that to confirm the factor structure obtained under ML confirmatory factor analysis 
with the pub/restaurant chain sample, data from a final sample should be obtained and should 
undergo the same analyses, i. e. ML factor analysis (specifying eigenvalues> 1, rather than a 
specific number of factors for extraction), and internal consistency reliability analysis for 
elicited item-factor relationships. The final sample derived from the population of a water 
services group (n=557). Results from the obliquely-rotated Maximum Likelihood 
Confirmatory Factor Analysis (eigenvalues> 1), which reported 5 significant factors, are 
shown in Table 6.15, belo,. N : 
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Table 6.15: Maximum likelihood 5-factor analysis for delivery of deal scale with water 
services group sample (n=557) 
Item Factor 1 Factor 2 Factor 3 Factor 4 Factor 5 
PA R2 
. 869 
COM I 
. 757 
COM2 
. 676 
BEL 1 
. 746 
BEL2 
. 
588 
BEL3 
. 733 
PRES 1 
. 662 
PRES4 
. 
776 
PRES5 
. 729 
CARL 
. 
321 
CAR2 
. 
437 
PROF 1 
. 
899 
PROF2 
. 
915 
LOY2 . 667 
LOY4 -. 607 
LOY5 . 
707 
MAN 1 . 
745 
MAN2 . 
542 
MAN4 
. 
486 
MANS . 
779 
Inter-factor correlations were as follows: 
Factor Factor I Factor 2 Factor 3 Factor 4 Factor 5 
Factor I X . 
300 . 579 . 
733 -. 340 
Factor 2 X . 
222 . 175 -. 
104 
Factor 3 X . 526 -. 
128 
Factor 4 X -. 258 
Factor 5 X 
The solution converged in 9 iterations, explaining 57.9% of variance in the data: 37.4% for 
Factor I (eigenvalue = 7.48), 6.4% for Factor 2 (eigenvalue = 1.28), 5.4% for Factor 3 
(eigenvalue = 1.08), 4.6% for Factor 4 (eigenvalue = . 93) and 4.0% for Factor 5 (eigenvalue = 
80). The chi-square test of fit statistic reached 288.13, df = 100, with an associated 
probability value of p'0. The chi-square: degrees of freedom ratio in this case was 
approximately 3. suggesting acceptable model-data fit. 
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This result replicated that obtained with the pub/restaurant sample. suggesting a generalisable 
and robust factor structure. To further assess the internal robustness of item-factor 
relationships, internal consistency reliability analysis as undertaken using Cronbach's alpha 
criterion. As suggested above, the 'communication' and `identification/belonging' 
dimensions were separated for independent analysis. Results are shown in Table 6.16, belo\ý : 
Table 6.16: Internal consistency reliability analyses (using Cronbach's a) for delivery of 
deal dimensions with water services group sample (n=557) 
Dimension Items Alpha value and 
sample size 
Communication PAR2, COMI, COM2, MAN4 a =. 858 
n=533 
Identification/Belonging BELL, BEL2, BEL3 a =. 896 
n=515 
Development CAR I, CAR2, PROFI, PROF2 a =. 848 
n=512 
Pressure PRESI, PRES4, PRESS a =. 766 
n=549 
Supervisory support MAN I, MAN2, MANS a =. 754 
n=539 
Loyalty and commitment LOY2, LOY4, LOY5 a =. 698 
n=524 
As with all previous samples, the item-dimension reliability estimates were adequate to infer 
internal consistency. As noted with previous samples, the 'loyalty and commitment' 
dimension reported a low alpha score, suggesting that item phrasing or content may need 
further alteration to ensure adequate internal robustness. Final scale items were as follows: 
Communication 
This is an organisation where... 
" Management value the opinions of workers at all levels; 
" Good communication exists throughout the organisation; 
" Staff kno, ýN what's happening in work sections outside of their own; 
" Management talk ww ith you freely about problems and issues at work. 
Identification/Belonging 
This is an organisation... 
" Which makes Nou feel an important part of it (like one of the famil,, '); 
0 Which you are proud to tell others that you vtiorl: for, 
0 Whose values and attitudes seem very similar to mine. 
I'. lgu I-, 
Development 
This organisation offers you... 
" The chance to create a 'professional' identity for yourself; 
" The opportunity to develop your own area of expertise at work; 
" The opportunity for promotion; 
" The opportunity to advance your career. 
Pressure 
This is an organisation... 
" Where you have the freedom to be able to work at your own pace without pressure from 
others; 
" Where I am not being rushed in any of the work that I do; 
" Where little pressure is imposed on me by my superiors. 
Supervisory support 
This (is an) organisation... 
" That has supervisors who are always available to instruct and coach you; 
" Has supervisors who go out of their way to help you with your work; 
" That offers you help and supervision from your immediate supervisor. 
Loyalty and commitment 
This organisation is one where... 
" Employees are not interested in offering commitment to the company; 
" Most employees are extremely loyal to the company; 
" Employees are not interested in offering loyalty to the company. 
To assess the divergent validity of the delivery of the deal's component sub-scales when set 
against external measures, all items contributing to the scale were included in an ML 
confirmatory factor analysis together NN ith all items making up the four-factor Psychological 
Contract Scale. For this analysis, the items contributing to the `communication' and 
'identification/belonging' dimensions of the delivery of the deal scale stiere expected to load 
onto a single factor, as found with preN ious samples. The ML analysis specified that factors 
NN ith eigenvalues greater than 1.0 only should be extracted, and an oblique rotation was 
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selected. Results from the analysis are shown in Table 6.17, beloýý . 
It should be noted that 
factor loadings lower than .3 
have been excluded from Table 6.17 for the sake of clarity . 
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Table 6.17: ML confirmatory factor analysis including all PCS and all delivery of the 
deal items, using insurance sample (n=882) 
Item Factor 
1 
Factor 
2 
Factor 
3 
Factor 
4 
Factor 
5 
Factor 
6 
Factor 
7 
Factor 
8 
Factor 
9 
PAR2 
. 546 
COM 1 
. 666 
COM2 
. 583 
MAN4 
. 534 
ßF; 1,1 
. 419 
13EL2 
. 312 
BEL3 
. 
384 
PRES 1 
. 620 
PRES4 
. 693 
PRES5 
. 697 
CAR 1 -. 744 
CAR2 -. 697 
PROF I 
PROF2 -. 323 
LOY2 
. 467 
LOY4 -. 582 
LOY5 
. 975 
MAN I 
. 711 
MAN2 
. 828 
MANS 
. 787 
PCS 1 . 480 
PCS 2 
. 337 
PCS 5 . 434 
PCS 6 
. 
440 
PCS 10 . 484 
PCS 11 . 468 
PCS 12 . 445 
PCS 15 . 435 
PCS 16 . 483 
PCS 26 -. 435 
PCS 13 . 541 
PCS 20 . 648 
PCS 21 . 790 
PCS 22 . 807 
PCS 7 -. 650 
PCs 8 . 675 
P('S 18 -. 851 
PCs 19 -. 858 
PCS 24 . 310 
PCS 27 . 685 
PCS 28 . 
452 
PCS 29 
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Factor inter-correlations were as follows: 
Factor Factor I Factor 2 Factor 3 Factor 4 Factor 5 Factor 6 Factor 7 Factor 8 Factor 9 
Factor I X 
. 
203 -. 356 384 -261 -. 433 263 . 
494 -. 228 
Factor 2 X -. 117 . 
275 -. 131 -421 . 
168 ? 47 ýý)h 
Factor 3 X -. 318 . 
356 
. 
206 -. 1 15 -. 309 . 
280 
Factor 4 X -. 247 -. 282 . 
309 456 -. 122 
Factor 5 X . 
158 -. 009 -. 299 . 
370 
1 actor 6 X -. 156 -. 409 302 
Factor 7 X . 193 -. 
081 
Factor 8 x -. 200 
Factor 9 x 
The solution converged in II iterations, explaining 50.0% of variance in the data: 12.6% for 
Factor I (eigenvalue = 5.29), 14.9% for Factor 2 (eigenvalue = 16.26), 5.6% for Factor 3 
(eigenvalue = 2.36), 4.7% for Factor 4 (eigenvalue = 1.98), 3.1 % for Factor 5 (eigenvalue = 
1.3 1), 2.1 % for Factor 6 (eigenvalue = . 
89), 2.6% for Factor 7 (eigenvalue = 1.09), 1.9% for 
Factor 8 (eigenvalue = . 
79), and 2.4% for Factor 9 (eigenvalue = 1.01). The chi-square test of 
fit statistic reached 1,007.38, df = 519, with an associated probability value of p-0. The chi- 
square: degrees of freedom ratio was approximately 2 for this analysis, which suggested a 
relatively good fit of model to data. 
Although the PCS item 29, `I am motivated to contribute 100% to this company in return for 
future employment benefits' and the delivery of the deal item `The chance to create a 
`professional' identity for yourself failed to load significantly, all remaining items loaded as 
expected and demonstrated fairly unequivocally the divergent validity of the delivery of the 
deal scale when set against the PCS's component sub-scales, i. e. the empirical as well as 
conceptual independence of these scales. 
6.4.4 Discussion 
The above analyses suggest the existence of a stable and robust factor structure for the 
'delivery of the deal' measure, incorporating a number of the organisational elements 
identified during the earlier literature and psychometric instrument review. Of the dimensions 
originally identified during the review, the following were retained in their entiret\ in the 
finalised delivery of the deal scale: 
" Sense of belonging/identification; 
0 Opportunities for development; 
0t .t\eI of experienced pressure. 
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" Information flow and communication; 
" Climate of loyalty and commitment. 
A single item of the three originally included to assess the `level of participation for staff' «as 
retained, and included as part of the communication dimension ('This organisation is one 
which values the opinions of staff at all levels'). One of the original 'perceptions of 
management' items also loaded with the `communication' dimension, with another three 
forming their own dimension, 'supervisory support' relating to involvement and support of 
supervisors with their subordinates' work. The items originally included to assess whether the 
organisation fostered a `climate of openness' were excluded. 
The delivery of the deal scale now contained 24 items, having been reduced from an original 
item pool of 34. All sub-scales reported sufficient internal robustness to infer scale reliability, 
although the `loyalty and commitment' sub-scale barely achieved an adequate alpha rating 
with several samples, suggesting that the dimension's item content may require further 
attention. Setting the delivery of the deal scale against the Organizational Culture Scale 
(Glaser et al, 1987) the psychometric and content properties of which were evaluated in Study 
7, it was felt that the newly-developed instrument was significantly broader in its assessment 
of organisational perceptions. While some item/dimension commonality existed between the 
two instruments (e. g. communication, loyalty and commitment, supervisory support), the 
delivery of the deal scale was also able to address such crucial issues as rewards and benefits 
and job security (neither of which was covered by the OCS), in addition to development 
opportunity, experienced pressure and sense of identification with the organisation, each of 
which is potentially relevant to the development of the psychological contract in individual 
employees and organisations. The language used in the delivery of the deal scale was 
contemporary and UK-centric, avoiding the jargon and Americanisms included in the OCS 
and the majority of other existent culture/climate measures. General isabiIity of the scale 
across organisational populations was found to be high, with a replicable factor structure and 
internal consistency of item-dimension relationships, as well as sufficiently high response 
rates across organisational sub-groups to suggest high comprehensibility of items and 
concepts. 
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In summarising the psychometric properties of the delivery of the deal (DOD) scale. \ke call 
make the following statements: 
1. The content validity of the delivery of the deal (DOD) scale may be inferred via evidence 
from several sources. Firstly, the subject areas covered by the scale were dran from a 
comprehensive review of the psychological contract and organisational culture/climate 
literature. The former review examined the nature of employees' expectations of 
organisational deal delivery in terms of breadth, depth and content. The latter review 
focused on the elements of organisational climate/culture common across a series of 
research efforts and found to be most central to the notion of organisational meaning 
(after Rentsch, 1990) as perceived by employees. These reviews led to the development 
"W of a series of 34 items which purported to describe those elements of deal delivery of 
greatest general significance to employees. The component items of each dimension were 
checked for internal consistency (according to Cronbach's alpha criterion) and for 
comprehensibility, which ultimately resulted in the removal of a number of items which 
depressed the scale's content validity. The remaining 24 items were demonstrated to 
possess individual factorial membership of one of five independent factors, of which 
internal consistency reliability estimates exceeded .7 
in all cases. In addition, it was 
suggested that one of these five factors should be split into two conceptually-distinct item 
groups; ML confirmatory forced factor analysis provided further suggestive evidence for 
the appropriateness of this decision, and the content validity of the DOD scale improved 
accordingly. 
2. The DOD scale's construct validity may be inferred from the replicable and generalisable 
factor structure obtained across organisational samples, suggesting that each obtained 
factor contained items which were both conceptually and empirically distinct from each 
other factor. The use of Maximum Likelihood Confirmatory Factor Analysis lent further 
weight to this proposed factor structure, as this approach represents a more powerful and 
accurate alternative to its exploratory counterparts. High construct validity could also be 
inferred from the divergent relationship found between DOD sub-scales and PCS sub- 
scales. Indeed, all DOD sub-scales retained statistical independence from PCS sub-scales 
within this analysis again suggesting their theoretical independence from each other. 
3. Criterion-related validity of the DOD scale had yet to be established xti ithin the current 
series of studies, although it should be noted that establishing the predictive validity of the 
instrument as not a principal aim of this initial portion of the research. Section 6.5. 
1'agu. I-8 
below, describes the predictive relationship between perceived deal deliver and 
perceived terms of the exchange relationship, and thus illustrates the criterion-related 
validity of the instrument 
To examine the relative importance of each area covered by the DOD scale in the 
development of the perceived terms of the exchange relationship between employee and 
employer (as assessed via the PCS), a further study was undertaken, along the lines of Studs 
7. That is, it involved constructing regression equations to identify the areas of deal delivery 
seen to be of critical importance to the formation of the psychological contract in each of the 
four areas covered by the Psychological Contract Scale, as the first step to identifying key pre- 
determinants of contract formation. 
6.5 STUDY 10 - REVISITING THE RELATIONSHIP BETWEEN THE PSYCHOLOGICAL 
CONTRACT AND PERCEIVED DELIVERY OF THE DEAL 
6.5.1 Introduction 
Following from the establishment of the psychometric properties of the Delivery of the Deal 
(DOD) scale in Studies 8-9, above [as well as those of the Psychological Contract Scale 
(PCS), in Chapter 5], a preliminary exploration of interrelationships between elements of deal 
delivery and the perceived terns of the exchange relationship was subsequently planned. In 
undertaking these analyses, it was hoped that both individual and group-level contractual 
development could be explored. Some elements of perceived deal delivery were thought 
likely to be critical to the definition of certain elements of the exchange relationship across 
organisation samples. In other instances, interrelationships between elements were thought 
likely to be idiosyncratic to specific organisations, suggesting the existence of normative 
elements of the psychological contract which differentiated organisation from organisation, 
and pointed to the critical issues working within each organisation in the development of 
employees' contractual orientations. 
Finally, by studying the proportion of variance accounted for in the exchange relationship by 
perceived organisational delivery of the deal, the contribution made by these predictive factors 
could also be assessed. Certain a priori relationships were fairly predictable. For example, it 
was expected that a high proportion of v ariance would be shared between perceived delivery 
of development opportunities (as measured by the DOD) and personal expectations for 
deN elopment (as measured h,, the PCS). HoNN ever, other relationships, such as those between 
elements of perceived deal delivery and individual employees' focus on their emploN ment 
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contract at work (and their associated levels of involvement with, and investment in, their 
employing organisation), were less straightforward to predict. Research hypotheses for this 
study were as follows: 
Hypothesis 6(i): A significant proportion of the variance in perceived terms of the exchange 
relationship (as quantified via the PCS) would be explained by perceked 
organisational delivery of the deal (as quantified via the DOD): 
Hypothesis 6(ü): Predictors of the component elements of the exchange relationship 
(contract-focus, expectations for professional development, time-frame 
and perceived equity) would show some commonality across 
organisational samples, but would also represent each organisation at a 
unique and idiosyncratic level; 
Hypothesis 6 (iii): This same rationale would apply to the sub-group company level, where 
some predictors of the exchange relationship would differ according to 
group level membership, e. g. discipline, hierarchical level, whilst 
simultaneously retaining some common features. 
6.5.2 Method 
6.5.2.1 Samples 
The first sample was drawn from a firm of engineering contractors, comprising staff from all 
jobs, grades and levels of education across the organisation. The sample exhibited the 
following properties: 
" Total sample size = 476 (representing a 52% response rate) of which 13% were female: 
" Age ranged from 16 to 55+ years, with a mode of 35-39 years: 
" Organisational tenure ranged from 0.1-40 years, with a mean of 7.4 years and standard 
deviation of 7.5 years. 
The second sample \\ as taken from a firm of insurance brokers. comprising staff from all jobs, 
grades and levels of education across the organisation. The sample exhibited the folloNý ing 
properties: 
" l-otal sample size = 882 (representing a 51% response rate) of N"hich 37% ýýere female: 
"Ae ranged from 16 to 55+ `ears, vti ith a mode of 3 5- 39 Fears; 
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" 100% were in full-time employment, «ith organisational tenure ranging from 0.1-47 
years, with a mean of 10.5 years and standard deviation of 9.4 %ears 
The third sample was taken from a firm of software engineers, comprising staff from all jobs, 
grades and levels of education across the organisation. The sample exhibited the folloýý ingproperties: 
" Total sample size = 231 (representing a 65% response rate) of «hick 19% . Here female: 
" Age ranged from 16 to 55+ years, with a mode of 30-34 years, 
" 69% were in permanent employees with 31% sub-contracted employees 
" Organisational tenure ranged from 0.1-14 years, with a mean of 3.6 `ears and standard 
deviation of 3.5 years. 
6.5.2.2 Measures 
All respondents from all three samples completed a self-administered questionnaire. The first 
section of the questionnaire comprised a biographical section and sought demographic 
information on age, gender, type/level of job, educational level, and organisational tenure. The 
second section of the questionnaire contained the Psychological Contract Scale (PCS), 
originally developed by Millward and Hopkins (1998), which comprised items relating to 
various elements of the perceived exchange relationship between employee and employer 
including: contract-focus; expectations for professional development; expected time-frame; 
and perceived equity of the deal. The third section of the questionnaire contained the Delivery 
of the Deal (DOD) scale, developed as detailed in Studies 8-9, above and including 24 items 
pertaining to a number of areas relevant to employees including: communication; 
identification/belonging; loyalty and commitment; level of experienced pressure; supervisory 
support; opportunities for professional development; pay and benefits: job security: and 
provision of feedback and job descriptions. See Appendix 4 for a finalised version of this 
scale, including dimensional membership details. 
Whilst reported internal consistency reliabilities for each sample and each scale appear 
elsewhere in the body of this thesis, this information is summarised in Tables 6.18 and 6.19, 
belo%N : 
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Table 6.18: Internal consistency reliability values estimated using Cronbach's a 
criterion for each sample for each PCS sub-scale 
Sample Contract-focus Professional Equity Time-frame 
development 
Engineering a =. 758 a =. 771 a =. 734 ýa=. 914 
n=455 n=450 n=465 n=423 
Insurance a =. 744 a =. 837 a =. 736 a =. 876 
n=879 n=882 n=881 n=880 
Software a =. 757 a =. 814 a =. 719 a =. 925 
Engineers n=230 n=231 n=230 n=230 
Reliability estimates for each sample reached satisfactory levels for each of the PCS's four 
component dimensions, since each exceeded the minimum of .7 suggested 
by. for example, 
Kline (1993). 
Table 6.19: Internal consistency reliability values estimated using Cronbach's a 
criterion for each sample for each DOD sub-scale 
DOD sub-scale Civil engineering Insurance Software engineering 
Communication a =. 852 a =. 81 1 a =. 787 
n=676 n=829 n=202 
Identification/ a =. 840 a =. 786 a =. 844 
Belonging n=656 n=809 n=21 1 
Professional cc =. 833 a =. 792 a =. 763 
development n=673 n=827 n=195 
Pressure a =. 717 a =. 713 a =. 716 
n=699 n=872 n=224 
Supervisory support a =. 861 a =. 851 a =. 891 
n=702 n=863 n=223 
Loyalty and a =. 698 a =. 701 a =. 754 
commitment n=601 n=784 n=184 
Reliability estimates for each sample reached satisfactory levels for each of the DOD's six 
component dimensions, since each exceeded the minimum of .7 suggested by, 
for example, 
Kline (1993), save for the 'loyalty and commitment' dimension which reported a value 
slightly IoNter than this required minimum for one sample. 
6.5. '. 3 Procedure 
To explore the relationship between perceived delivery of the deal, operationalised via the 
Deli\cr\ of the Deal (DOD) scale, and the psychological contract concept, operationalised \ is 
the Ps\ chological Contract Scale (Millward and Hopkins, 1998), a sure e% instrument 
containing both measures as administered to the populations of three UK organisations. 
Results from each organisation were anal\ sed independentIN ý is both correlational and 
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regressional techniques. These analyses were also undertaken for one organisation across 
disciplinary sub-groups to assess shared and idiosyncratic predictors of PCS scores at this 
intra-organisational level. 
6.5.3 Results 
Parametric correlational analyses using Pearson's product moment correlation co-efficient 
were carried out between DOD and PCS sub-scales for each organisational sample, as shown 
in Tables 6.20-6.22, below: 
Table 6.20: Correlational analysis of DOD and PCS scales using Pearson's product 
moment correlation co-efficient with civil engineering sample (n=476) 
Contract-focus Equity Professional Time-frame 
development 
Communication -. 246** . 
675** 
. 
201 ** . 418** 
n=443 n=451 n=436 n=413 
Identification/ -. 294** . 550** . 188** . 603** Belonging n=431 n=438 n=428 n=403 
Professional -. 265** . 
608** 
. 
425** 
. 335** development n=436 n=442 n=436 n=406 
Pressure 
. 064 . 154** -. 105* . 060 
n=445 n=454 n=441 n=413 
Supervisory -. 161 ** . 486** . 
230** 
. 
341** 
support n=450 n=460 n=445 n=419 
Loyalty and -. 406** . 
378** 
. 
096* 
. 
437** 
commitment n=424 n=432 n=421 n=395 
Rewards and -. 256** . 
471** 
. 152** . 
365** 
benefits n=440 n=460 n=447 n=420 
Job security -. 288** . 
333** 
. 
165** 
. 
421** 
n=440 n=449 n=436 n=412 
Feedback -. 165** . 
526** 
. 
201** 
. 
348** 
n=450 n=459 n=444 n=421 
Job guidance -. 1 16* . 
455** 
. 
138** 
. 
290** 
n=454 n=464 n=449 n=422 
* Correlation significant at the . 
05 level (two-tailed) 
Correlation significant at the . 
01 level (two-tailed) 
P. igc 1; 
Table 6.21: Correlational analysis of DOD and PCS scales using Pearson's product 
moment correlation co-efficient with insurance sample (n=882) 
Contract-focus Equity Professional Time-frame 
development 
Communication -. 251 ** . 
641 ** . 359** . 
330** 
n=769 n=771 n=772 n=881 
Identification/ -. 394** . 704** . 
409** . 
504** 
Belonging n=431 n=438 n=428 n=403 
Professional -. 392** . 
638** 
. 526** . 
421** 
development n=824 n=826 n=827 n=826 
Pressure 
. 
082* 
. 
285** . 149** . 
090** 
n=869 n=871 n=872 n=871 
Supervisory -. 158** . 520** . 
298** . 
223** 
support n=860 n=862 n=863 n=862 
Loyalty and -. 270** . 244** . 
094** . 
290** 
commitment n=778 n=780 n=781 n=781 
Rewards and -. 173** . 423** . 179** . 
258** 
benefits n=846 n=847 n=848 n=847 
Job security -. 166** . 
319** . 176** . 
458** 
n=866 n=847 n=848 n=868 
Feedback -. 123** . 478** . 
239** . 211** 
n=868 n=870 n=871 n=870 
Job guidance -. 1 16** . 455** . 
138** . 
290** 
n=874 n=876 n=877 n=876 
* Correlation significant at the . 
05 level (two-tailed) 
** Correlation significant at the . 
01 level (two-tailed) 
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Table 6.22: Correlational analysis of DOD and PCS scales using Pearson's product 
moment correlation co-efficient with software engineering sample (n=231) 
Contract-focus Equity Professional Time-frame 
development 
Communication 
. 
020 
. 566** 142* 
322** 
n=201 n=201 n=202 n=201 
Identification/ -. 299** . 
672** 
. 
259** . 
536** 
Belonging n=210 n=210 n=211 n=210 
Professional -. 425** . 
535** 
. 
638** . 
502** 
development n=194 n=194 n=195 n=194 
Pressure 
. 
223** 
. 160* -. 
035 . 
067 
n=224 n=223 n=224 n=223 
Supervisory -. 091 . 515** . 
255** . 
315* 
support n=222 n=223 n=222 n=222 
Loyalty and -. 390** . 494** . 
201 ** . 
455** 
commitment n=183 n=183 n=184 n=183 
Rewards and . 144* . 
434** . 167* . 
300** 
benefits n=195 n=195 n=196 n=195 
Job security -. 222** . 
315** 
. 
245** . 
335** 
n=221 n=221 n=222 n=221 
Feedback -. 176** . 
350** 
. 
388** . 
466** 
n=220 n=220 n=221 n=220 
Job guidance -. 019 . 371 
** 
. 025 . 
212** 
n=225 n=225 n=226 n=225 
* Correlation significant at the . 
05 level (two-tailed) 
** Correlation significant at the . 
01 level (two-tailed) 
On initial inspection of Tables 6.20-6.22, above, it appears that close relationships exist 
between many of the DOD and PCS sub-scales for each sample. To investigate this further, a 
series of stepwise entry multiple regression models were constructed with an F entry criterion 
of . 
05, entering all DOD sub-scale scores onto each of the PCS sub-scale scores in turn, for 
each sample. Collinearity diagnostics revealed no multicollinearity between study variables. 
For the civil engineering sample, the following results were found (see Tables 6.23-6.26, 
below): 
Table 6.23: Best-fit DOD predictors of Contract-focus using stepwise regression 
procedures with engineering sample (n=476) 
DOD dimension Beta value T value P value 
l . o\ alt\ and commitment -. 
306 -5.57 . 
000 
Identification/Belonging -. 243 -4.09 . 
000 
Job guidance . 121 2.219 i . 
0?? 
Job securit\ -. 104 -1.97 . 
049 
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The four above-listed factors were able to account for 24% of variance in the contract-focus 
data. The finding suggests that for employees of the civil en`, ineering company to inNest and 
involve themselves with their employing organisation, rather than ýýorking to the letter of 
their employment contracts, they need to feel that: 
0 their colleagues are both loyal and committed to the company: 
0 they can identify with their employing organisation; 
" they are given adequate job guidance; 
0 they are guaranteed a future with the company. 
Table 6.24: Best-fit DOD predictors of Equity using stepwise regression procedures with 
engineering sample (n=476) 
DOD dimension Beta value T value P value 
Identification/Belonging 
. 
309 6.36 . 
000 
Communication 
. 326 7.03 . 
000 
Professional development 
. I77 
4.29 . 
000 
Pay and benefits . 146 3.81 . 
000 
The four above-listed factors were able to account for 61% of variance in the equity data. The 
finding suggests that for these employees to perceive deal delivery to be equitable and fair, 
they need to: 
" feel identified with the organisation; 
" perceive vertical and horizontal communication flow within the company to be sufficient; 
" feel that there are opportunities for career and professional development; 
0 perceive their pay/benefits package to be reasonable. 
Table 6.25: Best-fit DOD predictors of Professional development using stepwise 
regression procedures with engineering sample (n=476) 
DOD dimension Beta value T value P value 
Professional development . 431 
9.19 
. 
000 
Pressure -. 138 -2.95 . 
003 
The t\\ o above-listed factors \ý ere able to account for 20% of variance in the professional 
development data. The finding suggests that for these employees to have high expectations 
for personal and professional development during their tenure ,\ ith the company. the} need to 
feel that: 
" the organisation offers development opportunities: 
" theN are not put under excessiNe pressure %Nhile at \wrk. 
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Table 6.26: Best-fit DOD predictors of Time-frame using stepwise regression procedures 
with engineering sample (n=476) 
DOD dimension Beta value T value P value 
Identification/Belonging 
. 528 
10.82 . 
000 
Job security . 
128 2.73 . 
007 
Loyalty and commitment . 
113 2.31 . 
022 
The three above-listed factors were able to account for 43% of variance in the time-frame 
data. The finding suggests that for employees to stay with the company over time, they need 
to: 
" feel identified with the organisation; 
" perceive a guaranteed future with the company; 
" feel that their colleagues are loyal and committed to the organisation. 
Taken together, these findings suggest that for the engineering sample, predicting the 
individually-perceived terms of the exchange agreement (i. e. employees' psychological 
contracts), is most effectively achieved via the DOD dimensions `identification/belonging', 
`loyalty and commitment', and `job security'. Thus, if staff identify with the organisation, if 
they see their colleagues as loyal and committed to the company and if they see a stable future 
with the company, they will be more likely to adopt a `relational' exchange relationship with 
the organisation. This is likely to manifest itself in emotional investment and involvement, a 
feeling that the organisation is just and fair in its treatment of staff and a desire to stay with 
the organisation over an extended period of time. On the other hand, those staff who do not 
identify with the organisation, who do not see their colleagues as having invested in the 
company and who do not see the company as offering a stable future, are more likely to take a 
'transactional' stance towards their employing organisation, working to the letter of their 
employment contracts and no more, resisting anything more than economic involvement in 
the exchange relationship with the company, seeing treatment of staff as largely inequitable 
and perceiving their relationship with the organisation to be strictly time-limited. 
For this sample, other elements of organisational deal delivery such as `supervisory support', 
Ic' el of experienced 'pressure' and opportunities for 'professional development' were 
restricted in their influence on employees' contractual orientation. Other findings of note 
included the relati\ t proportion of shared variance identified for each of the PCS dimensions. 
Wh iIst over 40°o of the variance in `time-frame' could be predicted and over 60% of that in 
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perceived `equity', only 20% or so of the variance in expectations for 'professional 
development' and `contract-focus' could be predicted by organisational deliver` of the deal. 
These findings suggest that for these latter two dimensions, members of this specific sample 
did not regard deal delivery as being critical to formation of these particular elements of the 
exchange relationship. Alternatively, when taken in a wider context, the findings suggest that 
these elements of the psychological contract could not be efficiently predicted by perceptions 
of organisational deal delivery. This possibility will be further explored in the sections 
immediately below. 
Regression results from the second sample, drawn from the insurance industry, are shown in 
Tables 6.27-6.30, below. The same stepwise method as used with the engineering sample was 
applied. Collinearity diagnostics revealed no multicollinearity between study variables. 
Table 6.27: Best-fit DOD predictors of Contract-focus using stepwise regression 
procedures with insurance sample (n=882) 
DOD dimension Beta value T value P value 
Professional development -. 291 -6.26 . 000 
Loyalty and commitment -. 166 -4.56 . 
000 
Identification/Belonging -. 242 -5.00 . 
000 
Pressure 
. 153 4.37 . 
000 
Provision of feedback . 100 2.63 . 
009 
The five above-listed factors were able to account for 27% of variance in the contract-focus 
data. The finding suggests that for employees of the insurance company to invest and involve 
themselves with their employing organisation, rather than working to the letter of their 
employment contracts, they need to feel that: 
" the organisation offers them opportunities to develop professionally; 
" their colleagues are loyal and committed to the company; 
0 they can identify with the organisation; 
" undue pressure is not placed upon them at work; 
0 they are provided with feedback on their performance at work. 
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Table 6.28: Best-fit DOD predictors of Equity using stepwise regression procedures with 
insurance sample (n=882) 
DOD dimension Beta value T value P value 
Identification/Belonging 
. 
314 7.83 . 
000 
Professional development 
. 
219 6.30 . 
000 
Communication 
. 140 
3.70 . 
000 
Supervisory support . 101 
3.16 . 
002 
Pay and benefits . 
087 3.12 . 
002 
Provision of feedback . 099 
3.26 . 
001 
Pressure 
. 
065 2.52 . 
012 
The above-listed factors were together able to account for 61% of variance in the perceived 
equity data. The finding suggests that for these employees to perceive deal delivery to be 
equitable and fair, they need to: 
" feel identified with the organisation; 
0 perceive opportunities for professional development to exist; 
" feel that that vertical and horizontal communication flow within the company is sufficient; 
0 perceive their immediate supervisors to be available and supportive; 
" feel that their pay/benefits package is reasonable; 
" feel that they are provided with feedback on performance; 
" feel that they are not place under excessive pressure by management. 
Table 6.29: Best-fit DOD predictors of Professional development using stepwise 
regression procedures with insurance sample (n=882) 
DOD dimension Beta value T value P value 
Professional development 
. 
491 11.70 
. 
000 
Provision of job guidance -. 174 -4.54 . 
000 
Supervisory support . 110 2.67 . 
004 
Communication 
. 
095 2.12 
. 
034 
The four above-listed factors were able to account for 31% of variance in the professional 
de\elopment data. The finding suggests that for these employees to have high expectations 
for personal and professional development during their tenure with the company, they need to 
feel that: 
" the organisation offers such development opportunities; 
0 they are pros ided vv ith adequate job guidance; 
" they hay e super\ isors \\ ho are helpful and supportive; 
" communication structures and flow across the company are effectiNe. 
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Table 6.30: Best-fit DOD predictors of Time-frame using stepwise regression procedures 
with insurance sample (n=882) 
DOD dimension Beta value T value P value 
Identification/Belonging 
. 
334 6.69 . 
000 
Job security . 
298 8.28 . 
000 
Loyalty and commitment . 111 
3.29 . 
001 
Professional development 
. 
134 3.00 . 
003 
Communication -. 124 -2.74 . 
006 
The five above-listed factors were able to account for 37% of variance in the time-frame data. 
The finding suggests that for employees to stay with the company over time, they need to feel 
that: 
0 they can identify with the organisation; 
" the organisation is able to offer them a stable and guaranteed future; 
" their colleagues are loyal and committed to the organisation; 
0 opportunities for professional development are good; 
0 communication flow at macro and micro levels within the organisation is efficient. 
When considered together, it appears for the insurance sample that the deal delivery 
dimensions `professional development', `identification/belonging' and `communication' are 
the most crucial to staff developing relational style contracts with their employing 
organisation. Thus, to emotionally invest in their employing organisation, to adopt a long- 
term time-frame for their relationship, to see the organisation as equitable and fair in its 
treatment of staff and to build expectations as to the likelihood of professional development 
opportunities, members of the insurance sample need to feel that the organisation offers them 
the opportunity for professional development, an efficient and effective communication 
structure, and represents an entity with which they can identify and feel a part of. 
In comparing this finding with that for the engineering sample, some interesting differences 
emerge. Firstly, the DOD dimension 'professional development' is seen as critical in the 
formation of relational contracts for the insurance sample, which was not found to be the case 
for the civil engineers. Thus, the insurance staff need to feel that they have the opportunity for 
personal. professional and career development before they can invest emotionally in, and 
develop a more relational orientation to\\ards. their employing organisation. Second I\, ýtihiIst 
not of importance to the civil engineering sample, it appears that provision of feedback on 
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performance at work are important for the insurance sample. This could point to a difference 
in job roles, as the insurance company's management tended to adopt a more structured and 
regimented approach to employee relations, compared «ith the increased autonomy reported 
by the engineering sample. Shared variance as a measure of predictiý e power suggested a 
similar pattern to that apparent with the previous sample, (although prediction vas slightly 
more accurate for the insurance sample) with 60% of the variance predicted by deal delivery 
elements for perceptions of 'equity', whilst only 27-37% of the variance could be predicted bN 
such perceptions of deal delivery for the remaining three elements of the exchange 
relationship. 
Regression results from the third sample, this time taken from a firm of software engineers, 
are shown in Tables 6.31-6.34, below. The same stepwise method as used with the previous 
two samples was applied. Collinearity diagnostics revealed no multicollinearity between study 
variables. 
Table 6.31: Best-fit DOD predictors of Contract-focus using stepwise regression 
procedures with software engineering sample (n=231) 
DOD dimension Beta value T value P value 
Professional development -. 352 -4.36 . 
000 
Pressure . 165 
2.10 . 
038 
Loyalty and commitment -. 303 -3.81 . 
000 
Communication . 
256 2.98 . 
003 
The four above-listed factors were able to account for 29% of variance in the contract-focus 
data. The finding suggests that for employees of the insurance company to invest and involve 
themselves with their employing organisation, rather than working to the letter of their 
emplo` ment contracts, they need to feel that: 
" the organisation offers them opportunities to develop professionally; 
0 undue pressure is not placed upon them at work; 
0 their colleagues are loyal and committed to the company; 
" communication flow and structures at Nkork are efficient and effective. 
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Table 6.32: Best-fit DOD predictors of Equity using stepwise regression procedures with 
software engineering sample (n=231) 
DOD dimension Beta value T value P value 
Identification/belonging 
. 
381 4.76 . 
000 
Communication 
. 
297 4.38 . 
000 
Professional development 
. 
237 3.39 . 
001 
The three above-listed factors were able to account for 57% of variance in the equity data. 
The finding suggests that for these employees to perceive deal delivery to be equitable and 
fair, they need to: 
" feel identified with the organisation; 
0 perceive vertical and horizontal communication flow within the company to be sufficient; 
" feel that opportunities for professional development are available. 
Table 6.33: Best-fit DOD predictors of Professional development using stepwise 
regression procedures with software engineering sample (n=231) 
DOD dimension Beta value T value P value 
Professional development 
. 682 9.38 . 000 
Job security -. 173 -2.42 . 
017 
Provision of job guidance -. 141 -2.08 . 
039 
The three above-listed factors were able to account for 38% of variance in the professional 
development data. The finding suggests that for these employees to have high expectations 
for personal and professional development during their tenure with the company, they need to 
feel that the organisation offers them: 
0 development opportunities; 
"a stable and secure future; 
9 job guidance. 
Table 6.34: Best-fit DOD predictors of Time-frame using stepwise regression procedures 
with software engineering sample (n=231) 
DOD dimension Beta value T value P value 
Identification belonging . 
279 ?. 95 
. 
004 
Professional development . 
243 2.85 
. 
005 
Loyalty and commitment . 
226 2.79 
. 
006 
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"I he three above-listed factors viere able to account for 37% of variance in the time-frame 
data. The finding suggests that for employees to stay v ith the company oý er time, they need 
to feel: 
"a sense of belonging to the organisation; 
" that opportunities for professional development are good; 
" that their colleagues are loyal and committed to the organisation. 
When considered together, it appears for the software engineering sample, that the deal 
delivery dimension `professional development' is the most crucial to staff developing 
relational style contracts with their employing organisation with other dimensions such as 
'loyalty and commitment', `communication' and `identification/belonging' playing a 
secondary role. Thus, to emotionally invest in their employing organisation, to adopt a long- 
term time-frame for their relationship with the company, to see the organisation as equitable 
and fair in its treatment of staff and to build expectations as to the likelihood of professional 
development opportunities, members of the software engineering sample need to feel that the 
organisation offers them the opportunity for professional development, an efficient and 
effective communication structure, an organisation with which they can identify and feel a 
part of and that the organisation is one to whom their colleagues are able to commit and be 
loyal. Shared variance as a measure of predictive power suggested a similar pattern to that 
apparent with the previous two samples, with approximately 60% of the variance predicted by 
deal delivery elements for perceptions of equity, 29% for contract-focus, 38% for professional 
development expectations and 37% for perceived time-frame. 
To examine the possible existence of intra-organisational group-level differences in predictors 
of the psychological contract, one organisational sample was selected for further analysis. 
From this sample, taken from the insurance company, three employee groups made up of 
workers from different disciplines, underwriters (n=l 81), engineering surveyors (n=251) and 
administrators (n=66) were selected for further analysis. Stepwise regressional analyses were 
conducted for each group using a procedure identical to previous analyses, i. e. stepv, ise entry 
of all DOD sub-factor scores onto each PCS sub-scale score in turn. Collinearit` diagnostics 
revealed no multicollinearity between study variables. Table 6.35, below, provides summar\ 
details of the most predictive DOD factors for each PCS sub-scale: 
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Table 6.35: Summary table showing most predictive DOD factors for PCS sub-scale 
scores for each of three disciplinary groups within the insurance sample 
PCS dimension Underwriters (n=181) Engineering Surveyors Administrators (n=66) 
(n=251) 
Contract-focus Identification/belonging Profess'l development Pa` and benefits 
Loyalty and commitment Pressure 
Equity Identification/belonging Communication Identification belonging 
Profess'l development Profess'I development Supervisory support 
Communication Identification/belonging Loyalty and commitment 
Pay and benefits Pressure 
Feedback 
Professional Profess' l development Identification/belonging Profess' l development 
development Profess'] development 
Job guidance 
Time-frame Identification/belonging Profess' l development Identification/belonging 
Job security Job security Job security 
Communication 
Pressure 
Table 6.35 provides evidence for the existence of group-level predictors of psychological 
contract terms. Each disciplinary group, for example, reports differing influences on 
contractual focus. Whilst the underwriter group reports the need for a sense of identification 
and belonging in order to focus away from remuneration and contractual detail, the 
engineering surveyors regard professional development opportunities and a climate of loyalty 
and commitment as the most critical predictors of this factor. Finally, the administrator group 
cites equitable pay and an absence of excessive pressure at work as being the elements most 
likely to result in a decrease in contract-bound behaviours. Whilst all three groups regard 
identification with the organisation as crucial to perceived equity, the underwriters and 
engineering surveyors also regard professional development opportunities and communication 
effectiveness as important predictors of perceived equity, whereas the administrators see the 
help and support of supervisors as more important. In predicting expectations for professional 
development, the engineering surveyors, a group which is home-based and largely mobile. 
reports the provision of job guidance and strong identification with the organisation as being 
critical predictors, a pattern which differentiates these employees from the remaining two 
groups. It appears, then, that while some common predictors of each element of the 
psychological contract exist across organisational groups, others emphasise motivational and 
perceptual differences at this intra-organisational level. 
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6.5.4 Discussion 
The above findings suggest the utility of employees' perceptions of the level of deal deliNerý 
displayed by the organisation in predicting development of the perceived terms of the 
exchange relationship between individual and organisation, and thus the importance of 
organisational perceptions on the development of staffs' psychological contracts. Table 6.36, 
below, illustrates the proportion of variance explained in the various elements of the exchange 
relationship assessed by the Psychological Contract Scale, using the Delivery of the Deal 
scale, across all three organisational samples: 
Table 6.36: Percentage of variance explained in each of the PCS's component 
dimensions by DOD scores across organisational samples 
PCS dimension Civil Engineering 
(n=476) 
Insurance (n=882) Software 
Engineering (n=231) 
Contract-focus 24% 27% 29% 
Equity 61% 61% 57% 
Professional development 20% 31% 38% 
Time-frame 43% 37% 37% 
These results show that a significant proportion of variance in each of the four elements of the 
exchange relationship assessed via the PCS, can be predicted by employees' perceptions of 
their organisation in terms of the level of perceived deal delivery. Variations in explained 
variance are taken up for discussion later, although it should be noted that the DOD scale out- 
performed the Organizational Culture Scale (Glaser et al, 1987) (used during early pilot work 
in Study 7), in predicting almost all elements of the psychological contract assessed via the 
PCS. The OCS was able to predict only 11% of variance in contract-focus, compared with the 
'14-29% shown by the DOD scale. The OCS predicted 49% of the variance in perceived 
equity, compared with the DOD's 57-61% predicted variance. The OCS predicted 34% of 
variance in expectations for professional development, comparable to, or more efficient than, 
the DOD scale's 20-38%. Finally, the OCS was able to predict 29% of the variance in time- 
frame, compared with the DOD scale's 37-43% variance prediction. 
To explore the influence of specific elements of perceived organisational deal deliver on 
de\ eloping employees' psychological contractual orientations towards their employing 
organisation, a comparison of predictive DOD dimensions across samples was undertaken. 
Initial results appear in Table 6.37. below: 
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Table 6.37: Predictive deal delivery dimensions across samples 
PCS dimension Civil Engineering insurance (n=882) Software Engineering 
(n=476) (n=231) 
Contract-focus Loyalty and commitment Profess' I development Profess' l de,, e lopment 
Identification/Belonging Loyalty and commitment Pressure 
Job guidance Identification/Belonging Loyalttiy and commitment 
Job security Pressure Communication 
Feedback 
Equity Identification/Belonging Identification/Belonging Identijication/Belonging 
Communication Profess '1 development Communication 
Profess'l development Communication Profess 'I development 
Pay and benefits Supervisory support 
Pay and benefits 
Feedback 
Pressure 
Professional Profess'l development Profess'l development Profess'! development 
development Pressure Job guidance Job security 
Supervisory support Job guidance 
Communication 
Time-frame Identification/Belonging Identification/Belonging Identification/Belonging 
Job security Job security Profess'I development 
Loyalty and commitment Loyalty and commitment Loyalty and commitment 
Profess' l development 
Communication 
N. B. Please note that italicised text denotes DOD dimensions which are common across all three samples 
Combining findings from all three samples, it appears that the best organisational deal 
delivery predictor of contract-focus is the perception of a prevailing climate of loyalty and 
commitment. Two of the three study organisations (software engineering and insurance) also 
report the existence of professional development opportunities and an absence of pressure at 
work as being crucial to a relational orientation towards contracted employment terms, whilst 
staff from the remaining organisation report job guidance and job security as critical factors. 
However, only 24-29% of variance in contract-focus may be predicted by these factors, which 
suggests that other issues may also be of importance in predicting an individual's willingness 
to operate outside the terms of their explicit employment contract. 
Primary predictors of perceived equity shared by all three samples include `communication', 
'identification/belonging' and opportunities for 'professional development'. Thus, to perceive 
that the organisation is equitable and just in its treatment of employees, staff need to feel that 
they can identify ý\ ith their employing organisation, that communication flo,, ý and structures 
across the company are efficient, and that opportunities exist ýti ithin the organisation for career 
and professional development. In addition, to of the three sample organisations reported the 
importance of their pa\'benefits package to infer perceived equit< on the part of the 
organisation. Around 600'o of \ ariance in perceked equit\ can be predicted b\ these factors. 
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suggesting that this element of the psychological contract is heavily affected by perceived 
organisational delivery of the deal to staff. 
Expectations for professional development are, perhaps unsurprisingly, best predicted b,, the 
organisation's ability to offer personal, career and professional development opportunities, 
across all three samples. Two of the three samples also reported the importance of job 
guidance in predicting their expectations for professional development. This suggests that 
employees may need to feel that their job role is sufficiently well-defined such that training 
and development needs may be identified. However, since only 20-38% of variance in this 
PCS factor can be predicted by DOD dimensions, it is suggested that other factors are also 
likely to influence an individual's personal expectations for the provision of professional 
development opportunities. 
Finally, shared predictors of established time-frame include `identification/belonging' and 
`loyalty and commitment'. Thus, in order for staff across samples to engage in a medium- to 
long-term relationship with their employing organisation, they need to feel that the 
organisation is one with which they can identify and feel a sense of belonging and that a 
climate of loyalty and commitment exists at work. In addition, opportunities for personal and 
professional development and provision of a stable and guaranteed future with the company 
appear as a secondary predictive factors in establishment of time-frame. Around 40% of 
variance in time-frame can be explained by organisational deal delivery, once again 
suggesting that other factors may be influential in the development and establishment of this 
element of the exchange relationship. 
Such cross-sample commonality suggests the possibility of factors which may be critical in 
the definition of employees' perceptions of the exchange relationship between themselves and 
their employer, regardless of industry- or organisation-specific factors. Thus, 'core' 
predictors of contractual orientation may exist. For instance, perceiving a prevailing climate 
of 'loyalty and commitment' ensured that employees were able to invest and involve 
themselves emotionally in their employing organisation, going beyond the 'economic' 
exchange considerations of the transactional contract. The apparent influence of perceptions 
of communication flo\\ and structures, the level of identification with the organisation, and 
the perceived provision of professional development opportunities were reported as being 
critical to perceiving the organisation as fair, just and equitable in its treatment of staff. 
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However. in all cases illustrated by Table 6.37, additional, idiosyncratic factors were 
presented as being predictive of contractual orientation in each of the four areas tapped into by 
the PCS. For example, whilst all three samples reported colleagues' apparent loyalty and 
commitment as crucial to the development of an investment- rather than contract-focused 
orientation, for the civil engineers, it was the provision of job security and equitable pay and 
benefits that additionally best predicted this element of their exchange relationship. For the 
insurance company's staff, opportunities for professional development, the absence of 
excessive pressure at work, the provision of feedback on performance, as «ell as the 
opportunity to identify and feel proud of the organisation were seen as secondarily crucial to a 
focus away from contract-bound behaviours. For the software engineers, professional 
development opportunities, efficient communication processes and the absence of undue 
pressure were found to be the secondary factors that best predicted relational rather than 
transactional contract-focus. 
These findings suggest that while some elements of perceived organisational deal delivery 
may be common regardless of industrial or organisational context, others may be indicative of 
the motivations and environments experienced by specific groups which may be influenced by 
'micro' factors such as organisational culture or climate, and thus may be shared at this group 
level. Such findings present clear support for Hypothesis 6(ii) for the current study, namely 
that predictors of the component elements of the exchange relationship (contract-focus, 
expectations for professional development, time-frame and perceived equity) would show 
some commonality across organisational samples, but would also represent each organisation 
at a unique normative level. 
Findings from the intra-organisational group comparison of exchange relationship predictors 
within the insurance sample provide further evidence for the existence of normative elements 
of employees' psychological contracts. The subtle differences in group-level predictors of the 
exchange relationship between employee and employer suggest the existence of shared 
elements of the contract even at this level. For example, administration staff reported an 
equitable pay/benefits package and an absence of pressure at work as being the most 
predictive of a relational, rather than a transactional contract-focus, whereas the other, 
professional, groups reported professional development opportunities, perceived loyalty and 
commitment of their colleagues and a sense of belonging and identification as most crucial to 
the development of a relational contract-focus. This provided support for Hypothesis 6(iii), 
that predictors of exchange relationship terms ýNould also differ b,, intra-organisational group, 
whilst retaining some common elements regardless of group membership. 
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Support was also found for Hypothesis 6(i), namely that a significant proportion of the 
variance in perceived terms of the exchange relationship (as quantified via the PCS) ýýould be 
explained by perceived organisational delivery of the deal (as quantified ý is the DOD). The 
proportion of variance explained by DOD factors varied according to the element of the 
exchange relationship addressed, ranging from 20% to 60% plus for the PCS dimensions 
professional development' and perceived 'equity' respectively. These findings suggest that 
some elements of the exchange relationship may be better explained by perceptions of 
organisational deal delivery than others, also strengthening the possibility that crucial 
additional factors may be involved in the development of staffs' contractual orientations 
towards their employing organisation particularly for some elements of the psychological 
contract. 
6.6 CONCLUSIONS FROM CHAPTER 6 
The studies presented in this chapter have assessed the potential importance of employees' 
perceptions of how far their employing organisation has gone in delivering on their 
expectations, in predicting the perceived terms of the exchange relationship between the 
parties. The instrument introduced here was based largely on findings from the psychological 
contract obligations and expectations literature, but also drawing on culture and climate 
research, in order to address those areas of organisational deal delivery of most significance to 
employees. By applying this instrument across a range of samples, it has been possible to 
gauge the influence of employees' perceptions of their organisation's performance in this area 
in predicting the terms of each individual's psychological contract with their employer. 
The outcomes of the above studies have been several. Firstly, a psychometrically-robust 
instrument has been developed, the Delivery of the Deal (DOD) Scale, which addresses 
organisational deal delivery in the following areas: 
" Remuneration and benefits package; 
" Level of job security: 
" Efficiency and effectiveness of communication structures and processes; 
" Opportunity to identify vv ith, and feel proud of, the employing organisation; 
" Professional and career development; 
" Absence of excessive pressure and demands made on staff: 
" Supportiveness of all employees' line managers; 
P. lgc 199 
" Promoting loyalty and commitment to the company; 
" Provision of feedback on performance; 
" Provision of job guidance. 
The scale has been shown to possess high content and construct validit`, «ith some indication 
of criterion-related validity emerging from explorations of the scale's relationship v, ith the 
factors making up the Psychological Contract Scale (PCS). 
Secondly, support has been presented for the predicted relationship between perceived 
organisational deal delivery and the terms of the exchange relationship which frames the 
psychological contract concept. Thus, for each of the PCS's four contributory elements, 
different areas of deal delivery have been found to be most predictive. This supported 
Hypothesis 4, that employees' perceptions of the degree to which their employing 
organisation had delivered on the expected employment deal would have a significant 
predictive impact on their psychological contracts. 
Evidence has also been presented which suggests that certain elements of deal delivery are 
common across organisational samples in predicting elements of the psychological contract 
and that others are sample-specific, suggesting the simultaneous existence of both global and 
specific pre-determinants of staffs' psychological contracts. This provides suggestive support 
for Hypothesis 5, that the relative importance of different elements of deal delivery in 
predicting the terms of employees' psychological contracts would show some commonality 
across organisational samples, but would also represent each organisation at a uniquely 
normative level. Evidence was thus presented for the existence of shared, or normative 
aspects of employees' psychological contracts when aggregated at group level. 
Finally, there is compelling evidence that organisational deal delivery may not be the only 
element of importance in the development of psychological contracts. This evidence derives 
from the obtained proportion of shared variance between DOD and PCS dimensions. Whilst 
for the PCS element of perceived 'equity', around 60% of variance is shared with DOD 
ratings, for level of 'contract-focus', only around 25-30% of variance many be explained b} 
organisational deal delivery . 
This suggests that for some elements of the exchange 
relationship, additional factors are likely to be at work during the development of employees' 
psychological contracts. 
The folloN\ ing chapter explores further the possible predictors of contractual orientation at 
\\ork, shitting attention away from the organisational perceptions of deal delivery and degree 
I'. i . _'I 
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of expectation fulfilment to self-relevant factors which ma} predispose the employ ee to adopt 
a particular contractual stance with the organisation. The factors considered w%iII include those 
elements of individual's social and personal self-concepts seen as most integral to the 
experience of work, including work values. professional/occupational identification and group 
membership characteristics. 
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CHAPTER 7 
THE INFLUENCE OF WORK-BASED SELF-CONCEPT ON THE 
PERCEIVED TERMS OF THE EXCHANGE RELATIONSHIP 
7.1 INTRODUCTION 
Chapter 6 explored the influence of perceived organisational deal delivery (i. e. the perceived 
extent to which an organisation had fulfilled employee expectations and delivered on the 
employment deal), in predicting the terms of the exchange relationship. From these studies, it 
became clear that the psychological contract held by each employee was located to some 
significant extent in their perceptions of what the organisation had brought, and continued to 
contribute, to the exchange relationship. However, it also became clear, through examination 
of the proportion of variance explained by these factors, that perceptions of organisational 
deal delivery was not the only element critical to the development of contractual terms. 
Sparrow (1996b), in an examination of the recent shift in employment relations and 
psychological contract style in the UK banking sector, suggested that future research into the 
psychological contract "will need to identify the contribution to the contract made 
by... predictors such as personality, work values, career anchors or competency. Without 
clear knowledge of the relative role and contribution of causative influences on the contract, 
its new dynamics will be hard to predict and manage" (p. 89). Rousseau (1995) also hints at 
the potential importance of individual factors, discussing the concept of unrealistic optimism 
in employees' general beliefs that they are more loyal, committed and hard-working than 
reality would suggest, i. e. they tend to inaccurately "believe that they have fulfilled their part 
of the deal" (p. 44). Guest and Conway (1997) formally assessed the contribution made to 
development of the psychological contract by such factors as gender, age, level of educational 
attainment, organisational tenure and level within the employing organisation, concluding that 
these individual factors had a crucial role to play in predicting contractual orientation to the 
organisation. 
It is argued here that an individual's work-based `self-concept' (Fiske and Tati lor, 1984), 
deriving from his/tier social and personal identities at work (Tajfel, 1978,1981: Tajfel and 
Turner, 1985, Turner, 1975,1982.1984,1985) may predispose the individual to form a 
particular st,, le of psychological contract \\ ith the organisation. Personal identit\ refers to 
emploN ces' idios> ncratic work values, whereas social identity concerns categorical 
memberships, including membership of an occupation or profession, as \,, ell as team, 
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departmental or organisational membership. Work-based self-concept, then. is likely to 
influence the psychological contract independently from the perceptions of ý%hat the 
organisation is perceived to bring to the exchange relationship. A schematic interpretation of 
possible contributory elements of an individual's work-based self-concept appears in Figure 
7.1, below. Each element of Figure 7.1 is taken up for further discussion in Sections 7.21-7.3. 
Figure 7.1 Schematic illustration of possible elements of an employee's work-based self- 
concept 
Focus on 
financial benefit 
Desire for career 
Work ethic 
I 
progression 
Personal identity 
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cohort 
self-concept 
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Social identity 
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7.2 PERSONAL IDENTITY - THE IMPACT OF WORK VALUES 
Internal 
organisational 
memberships 
Professional 
memberships 
Work by Tajfel (1978; 1981), Tajfel and Turner (1985) and Turner (1975,1982; 1984; 1985) 
in the development of Social Identity Theory has argued for the existence of both `personal' 
and 'social' identities, whose salience and relative accessibility will vary according to context 
(time, location, psychological state, presence of referent groups, etc. ). Personal identities are 
said to incorporate elements of the working self-concept which are idiosyncratic and specific 
to each individual, including self-perceived characteristics relating to personality, physical 
make-up, attitudes, beliefs, values, etc. These elements of the individual's self-concept, while 
they may be activated to differing degrees depending on context, are generally regarded as 
fairly enduring characteristics of the individual, which will translate across social settings. 
Of particular relevance to the exchange relationship are 'work -values' (i. e. idios}ncratic, 
personally -situated attitudes and \ alues regarding work in general) which may predispose the 
indk idual to engage in particular beha\ iours, or adopt a certain attitudinal stance, t ith an 
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employing organisation (e. g. Blood, 1969: Merrens and Garrett, 1975: Rav lin and \leglino. 
1987). Such values are able to articulate certain elements of an indk idual's personal identity 
and locate them within a workplace context. 
Work values have been shown to relate to job satisfaction (Blood. 1969). emotion (Lazarus 
and Folkman, 1984; Locke, 1976), and work-related behaviours (England. 1967: England and 
Lee, 1974), with much research in the area focused on the `protestant stork ethic', a term 
originally presented by Weber (1958), later explored by Buchholz (1977). MacDonald (1971. 
1972), Merrens and Garrett (1975), and Mirels and Garrett (1971), and more recentl) by 
Cherrington (1980), Ravlin and Meglino (1987) and Spence (1985). The original 
". conceptualisation of the protestant work ethic pertained to the value placed by the individual 
on "hard and steady work" and argued that an unwillingness to work indicated an "absence of 
grace", therefore representing "a great sin" (Merrens and Garrett, 1975: p. 125). 
Whilst such value-laden and doctrinal perspectives have been superseded in more recent times 
by increased interest in international and interorganisational cultural investigations of work 
values (Howard, Shudo and Umeshima, 1983; Jackson, 1993; Staw, 1984), the root of the 
concept remains intact: the work ethic concerns the drive to work hard as a societally- 
desirable activity. Sparrow (1996a) discussed the possible impact of national cultural work 
values on the psychological contracts developed by individuals with their employing 
organisation across various countries within Europe. He cited work by Elizur, Borg, Hunt and 
Beck (1991) as a basis for his argument, who reported significant differences in the relative 
premium placed on a series of work values by workers of different nationalities, including 
need for meaningful work, for security, achievement, responsibility and advancement. 
Sparrow (1996a) argued that such work value differences underpin differences in the ability of 
individuals from different European nations and cultures to engage in `psychological 
contracting' with their employing organisation within the 'new deal' work environment. Of 
particular relevance to the contractual orientation adopted by an individual with their 
employing organisation, is the importance of achievement, or upward striving at work, and the 
relative importance of, and focus on, work as a source of financial benefit. This is in addition 
to the general orientation towards hard and challenging work as an intrinsic source of 
satisfaction (i. e. the work ethic itself). Each of these areas ýý iII be introduced below. 
Within an economic climate focused primarily on company fitness and surN ival (Institute of 
Management, 1996), resulting in continuous delayering and flattening of organisational 
structures, it has become increasingly difficult for individuals N\ ho value progression to higher 
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status roles to fulfil these expectations (Herriot and Pemberton, 1995). Such work values [as 
originally posited in Maslow's (1943; 1954) theor,. of self-actualisation, and explored more 
fully by Turner and Lawrence (1965) and Hu lIn and Blood (1968) as a potential source of job 
satisfaction] have been argued to be important pre-determinants of the orientation of an 
individual towards the employing organisation. Within today's work environment of limited 
career development opportunities, it may be the case that individuals exhibiting a desire to 
progress adopt a more self-managed approach to their careers. The organisation may be 
viewed as one potential source for development, but employees are likely to be equally aýýare 
of the limitations of this view. It may, however, be the case that such individuals in fact retain 
high expectations of their organisation for professional and career development opportunity. 
as suggested by research reviewed in Chapter 6. Here, it was found that many employees, 
regardless of the apparent increasingly bounded nature of organisational deal delivery, still 
expected their employing organisation to provide opportunities for advancement as far as was 
possible. 
Many researchers have also argued that increased 'contractual 1sation' of the work force (i. e. 
outsourcing of non-core activities to part-time, contract-based employees, another apparent 
necessity of an increasingly competitive global market as organisations struggle to reduce 
costs and increase margins), is likely to have the concomitant effect of heightening the 
`transactional' elements of the psychological contract for these non-core employees, and thus 
increasing their focus on remuneration and other short-term personal benefits (e. g. Robinson, 
Kraatz & Rousseau, 1994; Robinson & Rousseau, 1994; Rousseau, 1990b; Rousseau, 1995; 
Rousseau & McLean Parks, 1993; Stiles, Grafton, Truss, Hope-Hailey and McGovern, 1996). 
It is indeed the case that in recent years both the US and the UK have witnessed a major 
growth in the contracts industry. Cost/economy driven restructuring of the workplace has not 
only involved mass downsizing but also the introduction of contractualisation as the primary 
means by which to enhance numerical and financial flexibility. 
In mid-1996, demand for temporary employees in the UK had risen by 23% on the previous 
year and stood at its highest level since 1982 (Tooher, 1996). Underpinning this movement is 
a shift from traditional working patterns to a core/complementary employment structure, i. e. 
organisations employ ing core long-term contract-based and complementary short-term 
contract-based cnmployees. Some researchers have argued that the contracted workforce '. N III 
take on calculative and instrumental ' aloe sets, as they are recast as 'temporary' workers, not 
expected to inN est in the employing organisation but by the same token, not entitled to expect 
reciprocal inN estment from the employer. 
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Other researchers (Guest, 1998b; Guest and Conwa}, 1997; Millvtiard and Bre«erton, 1999) 
have found little evidence, however, that contractors and other outsourced employees in%est 
any less in their employing organisation (in terms of commitment and citizenship beha% lours, 
for example), although a heightened concern with financial matters does appear to 
characterise this sector of the labour market. Whatever the case, and '%hatever the reasons for 
an individual adopting work values which focus on remunerative benefits (be they precipitated 
by an increasingly 'transactional' workplace, a reaction to personal circumstances, or a 
learned orientation towards work), it is likely that the degree to which an individual focuses 
on individual remunerative benefits will form an element of personal work-based self-concept. 
This, in turn, is expected to have significant implications for the exchange terms they adopt. 
It could also be argued that, amongst other things, `contractualisation', 'globalisation' and 
`downsizing' of the workplace may have taken their toll on the 'work ethic' so beloved of 
researchers in the 1970s (e. g. Buchholz, 1977; MacDonald, 1971; 1972; Merrens and Garrett, 
1975; and Mirels and Garrett, 1971). Many researchers have presented evidence of alienated, 
shell-shocked survivors of organisational trauma, responding by either `getting out', 'getting 
safe' (keeping their heads down) or `getting even' (by psychological withdrawal or sabotage) 
(Arnold, 1996; Brockner, 1992; Brockner, Greenberg, Brockner, Bortz, Davy and Carter, 
1986; Brockner, Grover, Reed and DeWitt, 1992; Goffee and Scase, 1992; Herriot and 
Pemberton, 1995; and Noer, 1993). Evidence suggests that such traumatic changes in an 
organisation's structure and practices can promote distrust, anger, attrition (Robinson & 
Rousseau, 1994), can change behaviour (Rousseau, 1995) and engineer declines in loyalty 
(Herriot, Hirsh and Reilly, 1998). Such experiences, vicarious or first-hand, may well have 
tarnished the work ethic as a core value of the working population. 
However, as Herriot and Pemberton (1995) point out, a drive to work hard remains focal to 
the new deal' presented to organisational survivors. Indeed, longer hours for higher pay 
typify the new employment deal proposed by these researchers, suggesting the need for a 
work ethic in the workforce that has remained relatively unscathed and intact. It could be 
argued that employees exhibiting a high work ethic are more likely to become relationally- 
in\, oly ed ww ith their employing organisation, at least in terms of their degree of contract-focus. 
That is, those employees \\ho report a drive to work hard are more likely to exceed the 
stipulated terms of their employment contracts when necessary . 
HoN\ e\ er, it may also be the 
case that indi\ iduals display in`( a high work ethic retain an instrumental orientation towards 
the \\orkplace, indicative of the 'new deal' introduced b,, organisations ý\ ishing to formalise 
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and specify the exchange relationship with employees. WhicheNer the case, it would seem 
that as an element of personal work-based self-concept, the driNe to work hard represents a 
potentially important predisposing factor of contractual orientation. 
7.3 SOCIAL IDENTITY- WORK-LOCATED 
, AND 
GENERALISABLE ELE\IENTS OF THE 
WORK-BASED SELF-CONCEPT 
7.3.1 Introduction - identifying salient social categories 
Tajfel (1981) and Tajfel and Turner's (1985) social identity approach dictates that individuals 
tend to classify themselves and others into various social categories, e. g. gender, age cohort, 
organisational group membership, etc. and that this categorisation is able to influence 
behaviour and the self-concept in various ways (Abrams, 1992). According to Ashforth and 
Mael (1989), such social classification serves two principal functions. Firstly, it cognitively 
segments and orders the social environment, providing the individual with an objective means 
of defining others, regardless of the relative accuracy of this categorisation (Bruner, 1957). 
Secondly, social classification enables individuals to locate themselves within the social 
environment, and thus identify themselves in terms of their group or category affiliations. On 
exploring the various classifications which may make up the self-concept, it becomes clear 
that the work environment presents a very specific context within which an individual may 
locate themselves. Belonging to a particular group characterised by differences in gender, 
age, educational attainment, etc., whilst it may have interactive implications for organisational 
membership, is also able to remain separate and independent from such a context. An 
individual will perceive themselves as either male or female, of this age or that age, regardless 
of the social context, although the context may emphasise or subdue the relative salience of 
these category memberships for any number of reasons. 
Within the work-based context, however, social classifications can become far more specific. 
In the broadest sense, an employee may see him or herself as a member of an organisation. 
This may partly define his/her self-concept by self-other comparison with members of other 
organisations, and may serve to define his/her professional identit`, to some degree, depending 
in part on the relative value which s/he places on the membership itself (Abrams. 1992; 
Ashforth and Mael, 1989; Mael and Ashforth, 1992). Whilst pride in the organisation ma\ 
lead employees to identify increasingly closely ww ith this social classification (Bro\ý n, 1986), 
other workers ma,, wish to distance themselves from an identity implied by what is sociall\ 
perceived perhaps as an organisation engaging in menial and mundane \ýork (Jackall. 1978). 
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Albert and Whetten (1985) distinguished between 'holographic' organisations (in which 
individuals across organisational sub-units share common identities) and 'idiographic' 
organisations (in which individuals display sub-unit-specific identities). They note the 
relative rarity of holographic organisations and the impact of structural and operational 
complexity for the development of idiographic intra-organisational groups. At this 
idiographic level too, then, social classification is likely. Employees may perceive themselNes 
as members of particular departments, hierarchical levels, disciplines, tenure cohorts, etc.. 
with each of these memberships perhaps having concomitant implications for the work-based 
self-concept of the individual, and for the relationships that they develop and maintain ww ith 
other employees, and with their employing organisation. 
Brown (1988), describing the work of Bruner (1957), suggests that the degree of social 
classification applied by an individual in any given context will be dictated by 'accessibility' 
and 'fit'. Thus, if an individual is at work, their work-based categorical representations are 
likely to be highly accessible to them. If the individual were on holiday, however, these 
classification systems are likely to become less salient and so, less accessible. Secondly, 
categorisations must `fit' with the properties of the environment. Thus, if the individual is at 
work, the category groups available to them are likely to be ostensibly work-based; if the 
individual is on holiday, for example, category memberships are more likely to be based on 
that individual's cognitive schemas regarding that holiday. On this basis, then, it seems 
logical to assume that in order to assess the impact of category memberships at work on the 
contractual orientation developed between an individual and the organisation, it is important 
to uncover the social categories of particular relevance to each organisational group. 
Whilst remaining mindful of the probability that salient category memberships will vary on an 
inter-organisational basis (due to the structure of the organisation, the operational activities of 
its employees, etc. ), it should be possible to identify a range of social groupings which may be 
of relevance to the contractual orientation adopted by any employee working within any 
organisational/occupational context. 
7.3.2 Gender 
There is as yet scant research in the area of gender and the psychological contract. Mathieu & 
iajac (1990) report nonetheless that gender considerations are highly likely to interact with 
the NNaý employees construe their interface vý ith the vorkplace (see also Scandura & Lankau, 
1997). Thus, despite eN idence for fundamental agreement between males and females in 
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beliefs about employee-employer obligations (Herriot, Manning & Kidd, 1997; Rousseau & 
Anton, 1991), differences in the salience and importance of these 'obligations' are likely to 
arise as a function of whether work is an important source of identification and self-worth. 
Preliminary work by Millward and Brewerton (in review, b) suggests that differences in 
contractual orientation towards the employing organisation based on gender are more often an 
artefact of hierarchical level and job role than of attitudinal differences per se, ýk ith fekti 
differences in relational/transactional orientation towards the employer apparent across a 
range of organisations. However, gender identification remains highly transferable and 
influential in defining self-concept and thus remains of relevance to the current study. 
7.3.3 Age 
A wealth of research exists on the relative importance of age in predicting reactions to the 
workplace. Positive relationships between age and organisational commitment (e. g. Meyer, 
Allen and Smith, 1993; Meyer, Paunonen, Gellatly, Goffin and Jackson, 1989), job 
satisfaction (e. g. Bourne, 1982; Hunt and Saul, 1975; Rhodes, 1983), job involvement (e. g. 
Jones, James and Bruni, 1975; Lodahl and Kejner, 1965; Schwyart and Smith, 1972), 
organisational citizenship behaviours (e. g. Organ and Konovsky, 1989), and intrinsic job 
motivation (e. g. Warr, Cook and Wall, 1979) represent a mere handful of the many hundreds 
of studies which suggest an increase in global positive reaction to the organisation as age 
increases. Theories underlying this relationship include the possibility that older workers 
have, over time, had the opportunity to seek out and engage in work that they find inherently 
more rewarding and satisfying. Another possibility is that older workers naturally become 
more satisfied with work, perhaps due to general improvements in all areas of their lives, or 
perhaps due to an increased ability to be realistic about their expectations (Dipboye, Smith 
and Howell, 1994). Pond and Geyer (1987) suggest that older workers perceive they have 
fewer job options or alternatives and so may become resigned to their existing job situations. 
Although work by Janson and Martin (1982) has failed to provide conclusive supporting 
evidence for any of the above theories, it remains that, in general, older workers tend to react 
more positively to their employing organisation. Membership of a particular age cohort, as 
%ý ith gender, represents one of the most transferable elements of self-concept, since it may be 
applied to any context. Perhaps, though, this aspect of self-concept is particularly relevant to 
the N%orkplace, since many organisations base their hierarchical structures on the notion that 
promotability is enhanced with age, whilst others, particularly in the retail and sales sectors, 
tend to favour aN ounger ýN orkforce. Membership of an age-related group may, then, partly 
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define an individual's reactions to their workplace, including the perceiN ed terms on ýOich the 
exchange relationship with the employer is based. 
In terms of the psychological contract concept, relatively little formal research has assessed 
the relationship of contractual orientation with age. It could be argued that the relative 
boundedness of the time-frame an individual establishes with the employer is highly likely to 
be affected by age, since older employees are likely to seek greater commitment from the 
organisation by adopting a more open-ended employment time-frame with their employer. 
Younger employees may adopt a more carefully time-delineated relationship with the 
employer, aware as they will be that the organisation is unlikely to provide a 'job for life', 
thus necessitating a more prescriptive closed-ended attitude towards tenure. Work by Organ 
and Konovsky (1989) into organisational citizenship also reports that older workers exhibit 
more compliance behaviours than their younger colleagues, perhaps suggesting that age 
cohort membership will have some influence on the level of contract-boundedness shown by 
employees. 
7.3.4 Tenure 
Job and organisational tenure cohort, in a similar way to age cohort, provide work-specific 
category memberships which indicate level of obtained experience of job and employing 
organisation, respectively. As with age, tenure has been shown to be closely related to a range 
of affective and other workplace reactions such as organisational and occupational 
commitment (with occupational tenure - Meyer, Allen and Smith, 1993), continuance 
commitment (with job tenure - Meyer et al, 1993), and job involvement (with organisational 
tenure - Jones, James and Bruni, 1975) although this relationship is generally less marked than 
that with age and in many cases, a negligible relationship has been reported between 
workplace attitudes and tenure, e. g. job involvement (Hall and Mansfield, 1975; Schneider, 
Hal I and Nygren, 1971), organisational citizenship behaviour (Organ and Konovsky, 1989), 
organisational commitment (Hall and Gould, 1980, Meyer et al, 1989) and work 
environment/organisational climate perceptions (Gavin and Greenhaus, 1976). 
Within the psychological contract literature, the relative importance of job and organisational 
tenure in predicting contract terms has also been the focus of some significant research efforts. 
Guzzo, Noonan and Elron (1994) investigated the possible influence of tenure with the 
organisation on expatriate managers' perceptions of perceived support from the organisation 
in a range of areas, with no significant relationship observed. Baker and Berry (1987), Kotter 
(1973), Robinson, Kraatz and Rousseau (1994) and Rousseau (1990b) ha\ e all addressed the 
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issue of changing expectations with increased organisational tenure, principally focusing on 
the impact of the first 12-24 months' tenure on perceptions of exchange relationship terms 
with the employer. Robinson et al (1994) found that over a t\ko-year period post-recruitment. 
employees came to perceive that they owed less to their employers, while seeing their 
employers as owing them more, suggesting that the employer's failure to fulfil perceived 
commitments was significantly associated with decline in some types of employee obligation. 
These researchers argued that the finding was largely due to the changes in perceived social 
debt over the period in question (Blau, 1964; Homans, 1961), as experienced recruits regarded 
their contribution to the organisation as `outweighing' the reciprocal contribution of the 
organisation after a relatively short period in employment. 
However, it remains that the process of estimating relative social debt will by its nature be one 
of comparison with other organisational members, suggesting that mere tenure cohort 
membership may serve as a sufficient predictor of contractual orientation towards the 
organisation. The potential impact of tenure on the perceived terms of the exchange 
relationship addressed by the Psychological Contract Scale is likely to be similar in nature to 
that of age. Expected employment time-frame is likely to increase with organisational tenure, 
as the investment by the employee implied by continued tenure with the company generates 
expectations of an open-ended employment relationship over time. A more relational 
orientation towards the organisation may also develop with increased tenure, as employees 
become increasingly identified and involved with the organisation the longer the employment 
relationship continues. 
7.3.5 Contract type 
As argued in Section 7.2, above, working pattern (i. e. the nature of the written employment 
contract between employee and employer and the stipulated terms therein) may have some 
significant effect on the terms of the exchange relationship between parties. Part-time and 
full-time contract workers generally form highly salient group memberships (Pearce, 1993), 
\khich may impact on the orientation they adopt towards the organisation. Clearly, the 
relative importance of this group membership will also depend on other issues such as hours 
wworked, relative access to the social and financial benefits of full-time workers, operational 
activities of each group of workers, etc., but nonetheless, membership of the group per se is 
Iikely to impact on the terms with which employees frame their employment relationship. 
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7.3.6 Education level 
Education level has been little researched with regard to its potential influence on workplace 
attitudes, its relative importance to self-concept, or the impact such a group membership ma" 
have on perceived contractual orientation to«ards the organisation. Ho«eýer. employee; ' 
perceptions of themselves as for example, `graduate', or -unqualified' employees may have 
distinct implications for their expectations of the organisation, and for the exchange terms that 
they develop with the company. 
7.3.7 Nationality and ethnicity 
Nationality and ethnicity have, of course, been widely studied in the context of social identit. 
(e. g. Hogg and Abrams, 1988; Liebkind, 1992; Weinreich, 1986), as the notion of cultural 
identity is regarded as central to an individual's overall self-concept. Within the ýLorkplace, it 
could be argued that developmental and experiential differences may result in individual 
employees from different nations and cultures adopting alternative contractual orientations 
with the employing organisation. Indeed, Sparrow (1996a) highlights a number of cultural 
differences across European nations which have significant implications for the development 
and management of psychological contracts with employees. 
7.3.8 Professional/occupational identification 
Finally, the concept of professional/occupational identification is one which merits 
exploration in the context of the present discussion. Organisational identification has been 
widely studied in the social identity and organisational behaviour literature (Albert and 
Whetten, 1985; Ashforth and Mael, 1989; Brown, 1969; Brown, Condor, Mathews, Wade and 
Williams, 1986; Brown and Williams, 1984; Hall and Schneider, 1972; Mael and Ashforth, 
1992, Rotondi, 1975; 1976). Ashforth and Mael (1989) describe organisational identification 
as a "perception of oneness with, or belonging to" an organisation (p. 34), thus differentiating 
it from other concepts, particularly organisational commitment. Mael and Ashforth (1992), 
discussing organisational identification in the context of the social identity approach, suggest 
that while social classifications tend to be categorical (e. g. male or female), "the intensity of 
one's felt identification with a classification is a matter of degree. " (p. 105). Whilst 
organisational identification continues to attract interest in a range of fields, occupational or 
professional identification has received less research attention. Mael and Ashforth (1992) 
have been keen to distinguish between the two forms. They argue that ýNhile organisational 
identification refers to the extent to which the individual defines him or herself in terms of an 
organisation, professional/occupational identification refers to the extent to \ýhich s/he defines 
hing or herself "in terms of the work he or she does ('1 am a doctor') and the prototypical 
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characteristics ascribed to individuals ýNho do that work" (p. 106). They note also that such 
identifications are not necessarily specific to an, one organisation. Rotondi (1975) found that 
occupational identification was empirically distinct from organisational identification. 
obtaining negligible correlations between the two concepts across three organisational 
samples. 
The relevance of occupational/professional identification to this thesis is that such a social 
membership may exist outside the context of the organisation itself, as noted by Mael and 
Ashforth (1992) and Van Maanen and Barley (1984), and thus may represent an important 
variable which has the potential to predict to some degree the terms on ýkhich the individual 
develops and maintains their relationship with the employer. Employees who are highly 
identified with their respective profession/occupation are perhaps more likely to value the 
opportunity for professional or career development, and may regard the organisation as a 
vehicle for actualisation of their professional aspirations, rather than as a destination for their 
professional commitment, perhaps maintaining a more distant emotional relationship with the 
organisation if their professional expectations are unfulfilled. Alternatively, employees who 
are highly identified with their occupations or professions may represent the most model 
organisational citizens, demonstrating a level of involvement in their professional activities 
that cascades into other areas of organisational life. 
7.3.9 Summary 
In summary, then, according to social identity theory, the individual defines themselves partly 
in terms of salient group memberships, and partly in terms of personal idiosyncrasies, 
depending on context and salience. Within the work context, it is argued here that work- 
relevant elements of personal and social identity will contribute to the 'work-based self- 
concept' of employees. In turn, contributory elements of this self-concept are expected to 
impact on the terms of the exchange relationship that develops between employee and 
employer, ultimately influencing the employee's contractual orientation with the company. 
The following hypothesis serves to frame this proposition: 
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Hypothesis 6: Employees' social and personal identity characteristics ý%ill impact to some 
degree on the development of the exchange relationship \ý ith their emplo\ er. 
in that such characteristics may predispose employees to adopt a particular 
contractual orientation towards the organisation. 
7.4 STUDY II- DEVELOPING A MEASURE OF WORK VALUES AND PROFESSIONAL 
IDENTIFICATION 
7.4.1 Scale Development 
7.4.1.1 Introduction 
Sections 7.1-7.3, above, have introduced the principles underlying the work-based self- 
concept and their potential impact on the developing psychological contract between 
employee and employer. As proposed above, it is felt that personal identity characteristics 
located within a workplace context are best operationalised in terms of work values (e. g. value 
placed on remunerative benefit, upward career mobility, etc. ) and that social identity 
characteristics should include salient category memberships, at intra- and extra-organisational 
levels (e. g. working pattern, gender, age cohort, level of identification with profession, etc. ). 
To operationalise these principles, it will be necessary to develop a robust measurement tool 
which is able to assess individuals' work values and the level of professional/occupational 
identification that they feel for their field. In addition, category memberships need to be 
identified which are pertinent to each organisational sample tested. 
7.4.1.? Operationalising work values 
An examination of the literature presenting established measures of work values reveals, as 
expected, an overarching concern with operationalisation of the protestant work ethic as 
originally presented by Weber (1958). Wollack, Goodale, Wijting and Smith's( 197 1) 
'Survey of Work Values', Mirels and Garrett's (1971) 'Protestant Ethic Scale', Blood's 
(1969) `Protestant Ethic' instrument, and Warr, Cook and Wall's (1979) ' Work lnvoly ement' 
scale all attempt to address directly the notion of the work ethic in Western societies. The first 
of these instruments, the Survey of Work Values (SWV), adopts a multi-dimensional 
approach to the concept, including scales which purport to tap into: 'pride in work', 'job 
involvement'; 'activit\ preference' (the desire to keep busy at \, ýork): attitude towards 
earnings' (the %alue placed on earning money), 'social status of the job': and 'upward 
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striving (the desire to increase job level). Wollack et al (1971) reported internal consistency 
reliability estimates ranging from . 53-. 
69 (Cronbach's alpha), across 495 employees, and %%ere 
unable to produce a factor analytic solution which was consistent kk ith u priori expectations. 
However, Cherrington, Condie and England (1979), Fottler and Schaller (1975) and 
Rabinowitz, Hall and Goodale (1977) have produced more robust findings hen using a 
selection of items from the instrument's component sub-scales. 
Another principal theme within the work values literature concerns the focus on self- 
actualisation, specifically via personal and career development, as originally presented by 
Maslow (1943; 1954) and explored by Turner and Lawrence (1965) and Hulin and Blood 
(1968). Published instruments by Hackman and Lawler (1971), Hackman and Oldham (1974: 
1975) and Warr, Cook and Wall (1979) each address areas relevant to personal and career 
growth and development, including the opportunity to fulfil aspirations for upward promotion 
and advancement. High internal consistency reliability values are reported for each of these 
scales, as is evidence for construct validity, with many of the scales' components found to be 
highly related to the work ethic. 
For the purposes of the current study, it was decided that a multi-dimensional work values 
scale should be designed, adopting and incorporating existing items where possible, with 
changes for language and content made only where absolutely necessary. Critical to scale and 
item construction was the proposed importance of the work ethic, of concern for remunerative 
benefit and of the drive for upward advancement, each regarded as an area of work-related 
personal identity which may have significant implications for the development of the 
exchange terms between employee and employer. Wollack et al's (1971) SWV instrument 
presented a range of scales and items which could be incorporated into a new measure of 
work-based self-concept. Firstly, the SWV's 'pride in work' scale was originally presented as 
a direct measure of the work ethic, and included a series of items which it was anticipated 
would transfer in a relatively straightforward way to a contemporary UK population of 
employees. The following items were thus selected for inclusion: 
" There is nothing wrong with doing a poor job at work if you can get away with it; 
" Someone who feels no sense of pride in their work is probably unhappy; 
" Doing a good job at work means a great deal to me; 
" The most important thing about a job is liking the work. 
The SWV also included an 'upNNard striving" scale (relating to orientation towards 
professional de\ elopment and upward career progression). Once again, a number of items 
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appeared transferable in terms of content, concept and language. These were also selected for 
inclusion in the work-based self-concept measure and included: 
" Even if someone has a good job, they shouldn't stop looking for a better one: 
"A promotion to a higher-level job usually means more worries and should be aN oided for 
that reason; 
9 In choosing a job, I would consider chances for advancement, as well as other factors; 
0A well-paying job that offers little chance for advancement is not a good job for me. 
The SWV also contains a scale which measures -attitudes towards earnings' (i. e. orientation 
towards the organisation as a source of remunerative benefit). Again, the most transferable 
items were selected for inclusion in the current instrument, including: 
" The only good part of most jobs is the money; 
"A person should choose the job which pays the most; 
"A good job is a well-paying job; 
" If I was looking for a job, money would not be the most important consideration. 
Of the remaining scales detailed above, only Warr, Cook and Wall's (1979) `work 
involvement' scale contained concepts and language which would be transferable to a 
contemporary working population. This scale included the following items, each of which 
purported to address the `work ethic' value, as did the SWV's `pride in work' scale: 
" Even if I won a great deal of money on the pools, I would continue to work somewhere; 
" Having a job is very important to me; 
"I would hate to be on the dole; 
"I would soon get bored if I had no work to do; 
" The most important things that happen to me involve work; 
" If unemployment benefit was really high I would still prefer to work. 
These items, together with the SWV's 'pride in work' items were combined into a single, ten- 
item scale intended to measure reported level of `work ethic'. 
'. 4.1.3 Operationalising occupational professional identification 
Attempts to operationalise occupational/professional identification have been fairly limited. 
Organisational identification has long been treated as an integral element of organisational 
commitment, as demonstrated variously by Buchanan (1974), Cook and Wall (1980) and 
Porter and Smith (1970) in their \ý idely-used Organizational Commitment Questionnaire. 
: \shforth and Mael (1989) and later Mael and Ashforth (1992), hay e been keen to 
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operationalise organisational identification as related to. but empirically distinct from. 
organisational commitment and citizenship. They developed a six item scale which addresses 
feelings of `oneness' with or belonging to the organisation. Patchen (1970) de%eloped a 
measure of organisational identification which included components of similarity. 
membership and loyalty, later used by Rotondi (1975: 1976). Other researchers ha% e 
developed measures of group identification which are transferable across macro- and micro- 
organisational group settings (e. g. Brown et al, 1986). 
Rotondi (1975) developed a composite index of occupational/professional identification 
comprising self-reported affiliation with occupational/professional societies/bodies, active 
participation in these organisations, and time spent reading/studying occupational/professional 
literature. A year later, Rotondi (1976) reported a scale which included membership in 
professional societies, interest in occupational literature and occupational pride. Given the 
emphasis placed on `membership' and the perception of belonging or 'oneness' with a social 
group emphasised by Ashforth and Mael (1989) and Mael and Ashforth (1992) in the context 
of the social identity approach, it was crucial that any measure of occupational/professional 
identification should incorporate this focus as its principal tenet. 
A six-item scale was constructed building on previous organisational and other group-based 
identification scales (e. g. Mael and Ashforth, 1992; Patchen, 1970; Brown et al, 1986) which 
emphasised the importance of social cohesion and membership, as well as value placed on 
that membership. To operationalise identification with the occupation/profession, the 
following items were proposed: 
" It is important to me that I am a member of this occupation/profession; 
"1 feel identified with this occupation/profession; 
"I feel strong ties with other people in this occupation/profession; 
"I see myself as a member of this occupation/profession; 
"1 am glad to belong to this occupation/profession; 
"1 feel that it puts me at a disadvantage to be in this occupation/profession. 
It is important to note that the literature (e. g. Mael and Ashforth, 1992; Rotondi, 1975; 1976) 
treats the terms 'occupation' and 'profession' as interchangeable. Piloting the instrument 
revealed a slightly more complex application of the terms, as is described immediately beloNN. 
x'. 4.1.4 Pilot . study 
Piloting, the first draft of the instrument was undertaken with a small sample (n=23) of 
emploN ees from \ arious industries and professions, and included charit\, engineering. 
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academic, and medical employees. Preliminary psychometric properties for each sub-scale 
appeared reasonable, although the small sample size prohibited an', accurate conclusions 
being drawn at this stage. Each respondent was also asked to make comments on the 
instrument's component items as regards conceptual content and language. Whilst all but one 
of the instrument's items were regarded as acceptable in terms of presented concepts and 
language used, it was noted that the first of Warr et al's (1979) 'work involvement' items. 
namely `Even if I won a great deal of money on the pools, I would continue to work 
somewhere', contained a concept which was no longer truly contemporary to a UK 
population. Following discussion with a number of the pilot study participants, the word 
`pools' was recommended for replacement with the word ' lottery'. In addition, use of the 
terms `occupation' or `profession' was found to vary in appropriateness depending on the 
workplace context specific to each individual participant. For example, medical workers 
expected to refer to their `profession' as a source of identification, whereas more task-based 
workers employed in a charity organisation, were more comfortable referring to their 
`occupation'. Through discussion with pilot study participants, the difference appeared to 
derive from the level of training received in the specific work area, the nature of the 
tasks/work undertaken, as well as the conventional social definition of their job/role. Thus, 
discussion with the organisational sample was found to be important in identifying which term 
is the most appropriate. The complete initial scale appears as Appendix 5, along with 
expected a priori factorial membership for each item. 
In addition to psychometrically-derived data regarding social and personal identity 
characteristics, category information regarding social memberships was also believed to be an 
important component of work-based self-concept. Section 7.3, above, presented a range of 
category memberships of potential relevance to the current thesis in terms of their possible 
impact on the exchange terms developed between employee and employer. Social groupings 
of interest included those which could exist both inside and outside the organisational context, 
(e. g. gender, age cohort, nationality and education level), as well as intra-organisational group 
memberships, which were located almost entirely within the organisational setting (e. g. 
\tiorking pattern, organisational and job tenure cohort). The relative salience of each category 
was assessed via extensive discussion with members of each organisational sample. In this 
way, the most relevant and identity-critical memberships within the workplace ý\'ere 
identified. In some cases, it \\ as not possible to collect membership data due to concerns 
regarding respondent reactivity (e. g. education level of nursing sample). In others, it \ýas 
necessary to obtain membership data using co\ ert questions. For example, rather than 
presenting the oNert question, Are you a British national`? ', it 'g as suggested that the nursing 
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sample be asked whether they had trained in the UK. or overseas. In this %%a}. the required 
data could be collected without excessive reaction to the question's phrasing and possible 
assumptions about its aim. Whilst, as far as possible, comparable categorical data ý%ere 
collected from each sample to allow direct comparison of findings across groups, it as in 
some cases necessary to collect data specific to a single organisational sample. 
7.4.2 Study 11 - Method 
7.4.2.1 Sample 
Two samples were used in the current study. The first was drawn from a population of NHS 
Trust nurses and included nurses from all grades and across specialties. The sample exhibited 
the following properties: 
" Total sample size = 258 (representing a 26% response rate) of which 86% were female; 
" Age ranged from 16 to 55+ years, with a mode of 30-34 years; 
" Organisational tenure ranged from 0.1-24 years, with a mean of 4.8 years and standard 
deviation of 5.4 years. 
The second sample derived from a major cinema chain, comprising all levels of employees 
from front-of-house cinema employees to Head Office senior management. The sample 
exhibited the following properties: 
" Total sample size = 784 (representing a 25% response rate) of which 54% were female; 
" Age ranged from 16 to 55+ years, with a mode of 25-29 years; 
" Organisational tenure ranged from 0.1-48 years, with a mean of 5.3 years and standard 
deviation of 7.5 years. 
7.4.2.2 Measures 
All respondents completed a self-administered questionnaire. The first two sections of the 
questionnaire comprised a biographical section and the Psychological Contract Scale (PCS) 
(Millward & Hopkins, 1998). Section 1 sought demographic information (depending on the 
sample) on age (by 5-year cohort for both samples), gender (for both samples), type/level of 
job (for both samples), contract type (full-time or part-time for cinema sample), education 
le\el (ranging from zero qualifications to postgraduate degree for cinema sample). place of 
training (country in ww hich received training for nursing sample), organisational tenure (open- 
ended item for both samples) and length of time since completing training (for nursing 
sample). Section 2 comprised the revised form of the PCS in the form of 22 statements 
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tapping into contractual orientations to work, as described in detail in Chapter 5. Items in the 
form of statements (see Appendix I) were responded to on 7-point Likert scales anchored by 
-strongly agree' (7) through to `strongly disagree (I ). The third section of the questionnaire 
included Work-bused self-concept items detailed in Section 7.4.1.2. aboý e. As %N ith the PCS. 
28 items in the form of statements (see Appendix 5) were responded to on 7-point Likert 
scales anchored by `strongly agree' (7) through to `strongly disagree' (1). Finally, an open- 
ended invitation to comment was included in the questionnaire to provide respondents the 
opportunity to comment on any element of the questionnaire, or any aspect of their ýýorking 
lives. These qualitative data were used where appropriate to contextualise the numerical 
responses provided by the scale data. 
7.4.2.3 Procedure 
Sample members were asked to self-complete the questionnaires and return them using 
confidential envelopes via their company's internal mail system. In order to assess the 
psychometric properties of the work-based self-concept items and dimensions, a series of 
analyses were undertaken with each dataset, as follows: 
0 Principal components exploratory factor analysis to identify the appropriate number of 
factors to extract from the data; 
0 Maximum likelihood confirmatory factor analysis to confirm the factor structure of the 
scale; 
" Reliability analysis to assess the internal consistency of each of the scales sub- 
components; 
0 Correlational analysis of all work-based self-concept scale dimensional means, plus 
exploration of statistical relationships between work-based self-concept scale ratings and 
other elements of work-based identity, including age, tenure, place of training (nationality 
substitute), contract-type and education level; 
0 Assessment of the divergent validity of the work-based self-concept scale by combining 
this scale and the Psychological Contract Scale in a single confirmatory factor analysis. 
The application of factor analytic techniques xNith these samples upheld some guidelines 
suggested by leading psychometricians, but fell short of others, as follows: 
The cinema sample was heterogeneous, taken from a single organisation across jobs and 
grades with no gender skexN. The nursing sample Ný as, bN definition, restricted to a single 
profession and exhibited a significant gender ske\\; 
2. The samples comprised 784 and 258 members respectively, significantly exceeding the 
100 minimum suggested by. e. g. Barrett and Kline (1981); 
1'. i, QL n) 
3. The item: subject ratios were 228: 1 and 9: 1 respectivelk. significantly greater than that 
suggested by Barrett and Kline (1981). 
Due to the sample-specific properties of the nursing sample (restricted distribution of 
professions and skewed gender distribution), results obtained with this sample should be 
treated with appropriate caution. 
In addition, it should be noted that this study employs Maximum Likelihood factor analysis in 
order to examine correlational relationships between study variables. The statistic ýOich 
gauges the level of `fit' of the model with the data - chi square - has been shown to be 
dependent on sample size, rendering its associated significance level as somewhat limited in 
meaning. In line with the recommendation of Tabachnick and Fidell (1996), model-data fit is 
adjudged to be acceptable in the following analyses when the ratio of chi-square to degrees of 
freedom is lower than 3: 1. In cases where this ratio is exceeded, model-data fit will be 
adjudged to be poor. 
7.4.3 Results 
A Principal Components Exploratory Factor Analysis was employed to explore the factor 
structure of the work-based self-concept scale, using the nursing sample (n=258). All items 
were rotated obliquely (since orthogonality Ukas not expected). with the precondition that 
eigenvalues should be larger than 1.0 in order for a factor to be extracted from the data. A 
four-factor solution appeared to best describe the data, with each of the four factors reporting 
eigenvalues greater than 1.0 and each explaining over 5% of,. ariance in the data. Maximum 
Likelihood Confirmatory Factor Analysis «as then used to assess the descriptive accurac` of 
this 4-factor model. All items were rotated obliquely onto four factors with the result shown 
in Table 7.1, below. Please note that factor loadings lower than .3 are omitted 
in the interests 
of clarity. 
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Table 7.1: Four-Factor Maximum Likelihood Confirmatory Factor Analysis of the 
work-based self-concept scale with nursing sample (n=258) 
Item Factor I Factor 2 Factor 3 Factor 4 
ETHIC] 
ETHIC2 
. 
641 
ETHIC3 
. 
301 
ETHIC4 
. 
485 
ETHICS 
ETHIC6 
. 
442 
ETHIC7 
ETHIC8 . 
300 
ETH1C9 . 628 
ETH IC IO . 
481 
IDENTI . 
636 
IDENT2 . 
776 
IDENT3 . 584 
IDENT4 . 722 
IDENT5 . 661 
IDENT6 -. 348 
MON 1 . 336 
MON2 . 
802 
MON3 . 317 
MON4 
UPW I -. 411 
UPW2 . 
527 
UPW3 . 
656 
UPW4 -. 319 
Factor inter-correlations were as follows: 
Factor Factor I Factor 2 Factor 3 Factor 4 
Factor I X -. 158 . 
400 
. 
114 
Factor 2 X -. 175 -. 011 
Factor 3 X -. 008 
Factor 4 X 
The solution converged in 16 iterations. explaining 32.5% of variance in the data: 17.7% for 
Factor I (eigenvalue = 4.25), 5.6% for Factor 2 (eigenvalue = 1.34), 6.3% for Factor 3 
(eigene clue = 1.51), and 3.0% for Factor 4 (eigenvalue = . 
71). The chi-square test of fit 
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statistic reached 308.34, df = 186, with an associated probability ý alue of p-0. The chi- 
square: degrees of freedom ratio was approximatel} 2 for this analysis, suggesting an 
acceptable degree of model-data fit. 
Although it was hoped that the factor structure would be consistent Nti ith a priori expectations, 
the solution was not straightforward. Factor 1 appeared to describe the 'identification' factor. 
with all six items loading as expected. Factor 2 comprised three of the four expected 'money- 
focus' items, with the remaining item, `If I was looking for a job, mono` «ould not be the 
most important consideration' failing to load significantly on an', factor. Factor 3 comprised 
seven of the ten `work ethic' items, with the remaining three items, 'Even if I won a great deal 
of money on the lottery, I would continue to work somewhere', The most important things 
that happen to me involve work' and `There is nothing wrong with doing a poor job at «ork if 
you can get away with it' failing to load significantly on any factor. Finally, Factor 4 
comprised three of the four `upward-striving' items, with the final item, 'A promotion to a 
higher-level job usually means more worries and should be avoided for that reason', loading 
significantly on the `money-focus' factor. 
To further explore the factor structure of the work-based self-concept items, the analyses were 
re-run using the second sample (n=784). Once again, Principal Components Exploratory 
Factor Analysis was employed to explore the factor structure of the items. As with the 
previous sample, all items were rotated obliquely (since orthogonality was not expected), with 
the precondition that eigenvalues should be larger than 1.0 in order for a factor to be extracted 
from the data. A four-factor solution again appeared to best describe the data, with each of 
the four factors reporting eigenvalues greater than 1.0 and each explaining over 5% of the 
variance in the data. Maximum Likelihood Confirmatory Factor Analysis was then used to 
assess the descriptive accuracy of this 4-factor model. All items were rotated obliquely onto 
four factors with the result shown in Table 7.2, below. Please note that factor loadings lower 
than .3 are omitted 
in the interests of clarity. 
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Table 7.2: Four-Factor Maximum Likelihood Confirmatory Factor Analysis of the 
work-based self-concept scale with cinema sample (n=784) 
Item Factor l Factor 2 Factor 3 Factor 4 
ETHIC I 
ETHIC2 . 576 
ETHIC3 . 
466 
ETHIC4 . 545 
ETHICS 
ETHIC6 . 
453 
ETHIC? -. 352 
ETHICS . 
356 
ETHIC9 . 
553 
ETHICIO . 
316 
IDENTI . 707 
IDENT2 . 744 
IDENT3 . 
375 
IDENT4 . 665 
DENTS . 794 
IDENT6 
MON 1 . 539 
MON2 . 
734 
MON3 . 672 
MON4 -. 559 
UPW I 
UPW2 . 
324 
UPW3 . 
564 
UPW4 . 
482 
Factor inter-correlations were as follows: 
Factor Factor I Factor 2 Factor 3 Factor 4 
Factor I X -. 304 . 299 -. 
073 
Factor 2 X -. 296 -. 056 
Factor 3 X . 
218 
Factor 4 X 
The solution converged in 12 iterations, explaining 32.3% of variance in the data: 17.3% for 
Factor 1 (eigenvalue = 4.16), 6.6% for Factor 2 (eigenvalue = 1.58), 5.5% for Factor 3 
(eigen\ clue = 1.32), and 2.9% for Factor 4 (eigenvalue = . 
69). The chi-square test of fit 
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statistic reached 415.09, df = 186. with an associated probability value of p-0. The chi-square: 
degrees of freedom ratio was approximately 2 for this analysis, suggesting an acceptable 
degree of model-data fit. 
The cinema sample solution showed some similarities with the nursing sample solution, 
although again the structure of the solution was not found to be as per a priori expectations. 
Factor I again described the 'identification' factor, although this time ýt ith fixe of the sip 
items loading as expected. The final, negatively-keyed item, 'I feel that it puts me at a 
disadvantage to belong to this occupation/profession' failed to load significantly on an 
factor. Factor 2 this time comprised all four expected 'money-focus' items. Factor 3 
comprised eight of the ten `work ethic' items, with the remaining two items, 'Even if I NN on a 
great deal of money on the lottery, I would continue to work somewhere' and 'The most 
important things that happen to me involve work' failing to load significantly on any factor. 
Finally, Factor 4 comprised only two of the four `upward-striving' items, with the item 'A 
promotion to a higher-level job usually means more worries and should be avoided for that 
reason', as with the nursing sample, loading significantly on the 'money-focus' factor, and the 
remaining item, 'Even if someone has a good job, they shouldn't stop looking for a better 
one', failing to load significantly on any factor. 
To produce a psychometrically-robust and empirically-defensible scale tapping into work- 
based self-concept, a number of items from the initial item pool required further analysis. 
Firstly, percentage response rates to each item were analysed across both samples, and by 
education and age cohort, in order to assess the comprehensibility of each item across a range 
of respondents. Across cohorts and samples, response rates exceeded 95% for all items, 
suggesting that all items from the original item pool were comprehensible to a sufficient 
proportion of questionnaire respondents. Further psychometric analysis was also required. 
Taking each sub-scale in turn, the following recommendations were made: 
Professional/occupational identification 
The items making up the professional/occupational identification scale emerged largely as 
expected in both confirmatory factor analyses, save for the low/negligible loading of the 
single negatively-keyed item '1 feel that it puts me at a disadvantage to belong to this 
occupation/profession'. Whilst this ma} have been an artefact of the item's negativ e 
orientation, it was felt that in the interests of content and construct validit\, the item should 
remain in the scale. 
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Reliability analyses using Cronbach's alpha criterion pro\ ided further supportive eN idence for 
this decision, as shown in Table 7.3, beloký: 
Table 7.3: Reliability analyses for `identification' sub-scale with nursing (n=258) and 
cinema (n=784) samples 
Sample Sample size Cronbach's cc 
Nursing 251 . 799 
Cinema 779 . 
774 
It should be noted that if item 10 is removed, that alpha reliability estimates would hale risen 
to . 
825 and . 798 
for nursing and cinema samples respectively. However, for reasons of 
content and construct validity, it was felt that this item should remain in the scale. 
Money focus 
The four items expected to cluster together to form the factor `money-focus' behaved as 
expected with the cinema sample. However, the item 'if I was looking for a job, money 
would not be the most important consideration' failed to load significantly on the relevant 
factor for the nursing sample. For reasons of construct validity, it was suggested that the scale 
items remain intact, despite the failure of one item to load significantly with one of the 
samples. Alpha reliabilities reached . 702 
(n=769) and . 
663 (n=254) for the cinema and 
nursing samples respectively. Whilst the nursing sample's internal consistency reliability 
could have been improved by removing the above-mentioned item, it was recommended that 
the item remain for the reason stated above. 
Work ethic 
Items selected from Warr, Cook and Wall's (1979) and Wollack, Goodale, Wijting and 
Smith's (1971) scales were included as an assessment of the level of 'work ethic' reported by 
respondents. The similarity of item content, despite disparate original scale labels 
('involvement' and 'pride in work' respectively) resulted in their loading together on a single 
factor. The items which loaded significantly in both solutions were as follows: 
0 Having a job is very important to me; 
01 would hate to be on the dole; 
"1 would soon get bored if I had no work to do; 
" If unemployment benefit as really high I Mould still prefer to work; 
" Doing a good job at work means a great deal to me; 
" The most important thing about a job is liking the . tiork. 
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Two items failed to load significantly in either solution: 'Even if I on a great deal of money 
on the lottery, I would continue to work somewhere' and The most important things that 
happen to me involve work'. The former item as adapted from Warr. Cook and Wall's 
(1979) original scale in order to modernise the content; specifically, the word ' lottere ' 
replaced the original item's use of the word `pools'. Although purely speculative. it is 
possible that people's attitudes towards such concepts have altered since the publication of the 
original scale twenty years ago, perhaps resulting in an atypical response to this particular 
item. It is also possible that depressed ratings for both items derive from a general attitude 
change towards work over the past 20 years, perhaps due to changes in the employ ment deal 
as workers become less committed to, and reliant on, work as a principal focus for their 
working self-concept. Evidence for this derives from mean rating comparison across the 
items originally contributing to Warr et al's (1979) `involvement' dimension for each sample, 
as shown in Table 7.4, below: 
Table 7.4: Means and Standard deviations for all `Involvement' scale items with cinema 
(n=784) and nursing (n=258) samples 
No. Item Cinema sample Nursing sample 
descriptives (n=784) descriptives (n=258) 
I Even if I won a great deal of money on the M= 4.30 M= 4.10 
lottery, I would continue to work somewhere SD =2.33 SD =2.38 
2 Having a job is very important to me M= 6.43 M= 6.38 
SD =1.14 SD =1. l 1 
3 I would hate to be on the dole M= 6.35 M= 6.19 
SD =1.49 SD =1.67 
4 I would soon get bored if I had no work to M= 6.18 M= 6.01 
do SD =1.50 SD =1.72 
5 The most important things that happen to me M= 3.22 M= 3.18 
involve work SD =1.81 SD = 1.76 
6 If unemployment benefit was really high I M= 6.06 M= -5.75 
would still prefer to work SD = 1.40 SD = 1.59 
As can be seen from Table 7.4, above, both samples reported significantly depressed ratings 
for items I and 5. It is likely that the contemporary concept of the lottery and the possible 
earnings which could result from a «in differs significantly from the concept of Ný inning the 
pools NN lien the scale was originally conceived around 20 years ago. It is also possible that 
general attitudes towards work have changed since the original scale was devised. Item 5. 
The most important things that happen to me involve work', reports a similarly depressed 
rating to item 1, suggesting that contemporary ww orkers, at least in these samples, 'work to 
i\ e' rather than 'I i\ e to \\ orl: '. This may be a finding specific to the current samples. but 
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nonetheless has a significant impact on the overall integrity and consistencN of the scale. As a 
result, these items were removed from the scale during subsequent anaIN ses. 
The items originally taken from Wollack, Goodale, Wijting and Smith's (19 1) 'pride in 
work' scale appeared to cluster consistently with the 'involvement' items, as shown in Table 
7.2, above. This was as expected given the conceptual similarity of the items' content. One 
of the four `pride' items, `There is nothing wrong with doing a poor job at work if you can get 
away with it' failed to load significantly on the expected factor for the nursing sample. 
However, to preserve the original scale's content and for reasons of construct validit\, all four 
`pride' items were included in the `work ethic' scale. Reliabilit\ analyses using Cronbach's 
alpha criterion for the eight-item `work ethic' scale are shown in Table 7.5, belo,. s: 
Table 7.5: Reliability analyses for `work ethic' sub-scale with nursing (n=258) and 
cinema (n=784) samples 
Sample Sample size Cronbach's a 
Nursing 253 . 693 
Cinema 765 
. 
700 
Whilst the obtained alpha values could have been improved by the removal of the single item 
mentioned above, it was felt that internal consistency was sufficient to infer reliability of the 
scale. 
Upward striving 
Wollack, Goodale, Wijting and Smith's (1971) original `upward striving' scale did not behave 
as expected in the above analyses. For both samples, the item 'A promotion to a higher-level 
job usually means more worries and should be avoided for that reason' loaded significantly 
not on the `upward striving' factor, but instead on the `money-focus' factor; the item «as 
suggested for removal to preserve the scales' conceptual clarity. For the cinema sample, the 
item `Even if someone has a good job, they shouldn't stop looking for a better one' also failed 
to load significantly. On calculating alpha reliability estimates for the scale's remaining three 
items, low values (<. 5) were obtained. As a result, it was decided that the most representati\ c 
item from this factor (i. e. the item that loaded most highly on the relevant factor across both 
analyses, and Ný hich contained the most comprehensible language and concepts). ' In choosing 
a job, I would consider chances for advancement, as \\ell as other factors' should be used in 
isolation as an indicator of the overall drive to achieve and advance one's career ýti It hin the 
indk idual's wwork-based self-concept. 
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To test this suggested factor structure, only the items selected for inclusion in the work-based 
self-concept scale (according to the recommendations outlined above). were entered into 
maximum likelihood confirmatory factor analyses with both samples, save for the single 
`upward striving' item. Three factors were specified for extraction onto an oblique rotation, 
the results of which appear in Tables 7.6 and 7.7 below. Please note that factor loadings 
lower than .3 are excluded for the sake of clarity. 
Table 7.6: Three-Factor Maximum Likelihood Confirmatory Factor Analysis of the 
work-based self-concept scale with nursing sample (n=258) - second run 
Item Factor 1 Factor 2 Factor 3 
ETHIC2 
. 719 
ETHIC3 
. 
324 
ETHIC4 
. 493 
ETHIC6 
. 
427 
ETHIC7 
ETHIC8 
. 
354 
ETHIC9 . 
602 
ETHIC 10 . 567 
IDENTI . 
621 
IDENT2 . 775 
IDENT3 . 
603 
IDENT4 . 
657 
IDENT5 . 666 
IDENT6 -. 354 
MON 1 . 
472 
MON2 . 
745 
MON3 
MON4 -. 332 
Factor inter-correlations were as follows: 
Factor Factor I Factor 2 Factor 3 
Factor I X 
. 
420 -. 284 
Factor 2 X -. 302 
Factor 3 X 
The solution converged in 7 iterations, explaining 32.9% of variance in the data: 21.9% for 
Factor I (eigenvalue = 3.95).. 6.5% for Factor 2 (eigenvalue = 1.18) and 4.4% for Factor 3 
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(eigenvalue = . 
79). The chi-square test of fit statistic reached 178.08, df = 10?, ýti ith an 
associated probability value of p-0. The chi-square: degrees of freedom ratio as 
approximately 2 for this analysis, suggesting an acceptable degree of model-data fit. 
Table 7.7: Three-Factor Maximum Likelihood Confirmatory Factor Analysis of the 
work-based self-concept scale with cinema sample (n=784) 
Item Factor 1 Factor 2 Factor 3 
ETHIC2 
. 
61-1 
ETHIC3 
. 467 
ETHIC4 
. 
587 
ETHIC6 
. 476 
ETHIC7 
ETHIC8 
. 
364 
ETHIC9 
. 492 
ETHIC10 
. 
338 
IDENTI . 724 
DENT2 . 782 
IDENT3 . 
375 
IDENT4 . 
664 
IDENT5 . 
822 
IDENT6 -. 312 
MON 1 . 494 
MON2 . 740 
MON3 . 684 
MON4 -. 542 
Factor inter-correlations were as follows: 
Factor Factor I Factor 2 Factor 3 
Factor I X -. 319 . 
368 
Factor 2 X -. 259 
Factor 3 X 
The solution converged in 5 iterations, explaining 34.6% of variance in the data: 20.7° ö for 
Factor I (eigenvalue = 3.73). 7.7% for Factor 2 (eigenvalue = 1.38) and 6.2% for Factor 3 
(eigenvalue = 1.12). The chi-square test of fit statistic reached 232.91. df = 102, with an 
associated probability value of p-0. The chi-square: degrees of freedom ratio was 
approximately ' for this analysis. again suggesting an acceptable degree of model-data fit. 
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As can be seen from these solutions, all six 'occupational/professional identification' items 
loaded as expected. Three of the four 'money-focus' items loaded significantly for the 
nursing sample solution, with all four gaining significance in the cinema sample solution. All 
four items were recommended for retention, again to maximise content v alidit\ of the scale. 
Finally, seven of the eight `work ethic' items loaded significantl` in each solution. The same 
item, `There is nothing wrong with doing a poor job at work if ý ou can get awa` ýý ith it. 
failed to reach significance in either solution and was thus recommended for deletion. 
Internal consistency estimates of each scale were computed using Cronbach's alpha criterion, 
as shown in Table 7.8, below: 
Table 7.8: Internal consistency reliability estimates for each work-based self-concept 
sub-scale with both samples 
Sample Identification Work ethic Money-focus 
Nursing (n=258) a=. 799 ct=. 693 a=. 663 
n=251 n=253 n=254 
Cinema (n=784) a=. 774 a=. 700 a=. 702 
n=779 n=765 n=769 
Although two scales failed to reach the minimum internal consistency reliability level 
suggested by, for example, Kline (1993), their proximity to this level was sufficient to 
continue with further analyses, although with the caveat that any conclusions drawn from 
these data are treated with appropriate caution. 
The 18 items selected for retention within the final 'Work-Based Self-Concept' scale from 
original item pool of 28 were as follows: 
Professional/Occupational identification 
" It is important to me that I am a member of this occupation/profession; 
"1 feel identified with this occupation/profession-. 
"I feel strong ties with other people in this occupation/profession; 
"I see myself as a member of this occupation/profession; 
01 am glad to belong to this occupation/profession; 
"1 feel that it puts me at a disadvantage to be in this occupation/profession. 
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Work ethic 
" Having a job is very important to me; 
"1 would hate to be on the dole; 
"1 would soon get bored if I had no work to do; 
" If unemployment benefit was really high l would still prefer to . pork: 
" Someone who feels no sense of pride in their work is probably unhappy: 
" Doing a good job at work means a great deal to me; 
" The most important thing about a job is liking the work. 
Money focus 
" The only good part of most jobs is the money; 
"A person should choose the job which pays the most; 
0A good job is a well-paying job; 
" If I was looking for a job, money would not be the most important consideration. 
Upward-striving 
" In choosing a job, I would consider chances for advancement, as well as other factors. 
lntercorrelations between all Work-Based Self-Concept (WBSC) scale means were computed 
to explore relationships between the scale's component dimensions across samples. Pearson's 
product moment correlation co-efficient statistic was used, as shown in Tables 7.9 and 7.10, 
below. 
Table 7.9: Correlation matrix (Pearson's product moment correlation co-efficient) 
showing all correlational relationships between work-based self-concept dimensional 
means for nursing sample (n=258) 
Identification Work ethic Money-focus Upward striving 
Identification X 
Work ethic r=. 388** x 
n=250 
Money-focus r=-. 342** r--. 321 ** X 
n=249 n=253 
Upward striving r=. 159* r=. 458** r--. 049 x 
n=250 n=254 n=253 
" Correlation significant at the 05 IcNel (two-tailed) 
"" Correlation significant at the . 
01 IcNel (t'%o-tailed) 
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Table 7.10: Correlation matrix (Pearson's product moment correlation co-efficient) 
showing all correlational relationships between work-based self-concept dimensional 
means for cinema sample (n=784) 
Identification Work ethic Money-focus Upward striving 
Identification X 
Work ethic r-. 344** X 
n=761 
Money-focus r--. 267** r--. 246** x 
n=773 n=764 
Upward striving r=. 198** R=. 337** r=-. 1 15** x 
n=767 n=764 n=770 
** Correlation significant at the . 
01 level (two-tailed) 
As can be seen from Tables 7.9 and 7.10, above, proximal relationships are apparent between 
all WBSC scale dimensions. Positive relationships exist between all dimensions, save for 
`money-focus', which exhibits a negative relationship with each of the other dimensions. 
These findings suggest that those respondents who are most focused on remunerative 
compensation at work are likely to exhibit the lowest work ethic, are the least identified with 
their profession/occupation and the least concerned with upward career progression. 
To establish relationships between these elements of personal work identity and categorical 
social memberships, correlations between WBSC scale dimensions and other elements of 
work-based self-concept (e. g. age, tenure, gender, contract type, education level and place of 
training) were also investigated. The relationship between age, tenure and the WBSC scale 
dimensions are shown in Tables 7.11 and 7.12, below for each sample. For the cinema 
sample, correlations between WBSC ratings and education level are also shown. Pearson's 
product moment statistic was used for the tenure data, with Spearman's rho statistic used for 
the age and education data. 
Table 7.11: Correlational relationships between age, tenure, number of years since 
qualifying and the WBSC scale dimensions for the nursing sample (n=258) 
Identity factor Identification Work ethic Money-focus Upward striving 
Age rho=. 094 rho=-. 038 rho=. 070 rho=-. 
n=242 n=245 n=245 n=215 
Tenure in Trust r=. 088 r--. 048 r--. 005 r 173 ** 
n=2 30 n=233 n=233 1 n=233 
No. years since rho=. 058 rho=-. 013 rho=. 023 rho=-. 
097 
qualifying n=207 n=207 n=207 n=207 
*' Correlation significant at the 01 level (mo-tailed) 
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Table 7.12: Correlational relationships between age, tenure, educational level and the 
WBSC scale dimensions for the cinema sample (n=784) 
Identity factor Identification Work ethic Money-focus Upward stri'. ing 
Age rho=. 194** rho=. 251 ** rho=-. 125** rho=-. 052 
n=760 n=752 n=764 n=, 58 
Tenure r=. 147** r=. 123 ** r--. 032 r=-. 036 
n=744 n=730 n=712 n=736 
Education level rho=-. 132** rho=-. 125** rho=. 022 rho=. 1 I I** 
n=757 n=743 n=756 n=749 
** Correlation significant at the . 
01 level (two-tailed) 
Tables 7.1 1 and 7.12 demonstrate significant inter-organisational differences. For the nursing 
sample, there appear to be no significant relationships between age, tenure in the Trust and 
any of the WBSC dimensions other than a single significant negative relationship between 
tenure and the level of upward striving reported by respondents. That is, the longer an 
individual has worked for the Trust, the less likely that individual is to consider advancement 
in addition to other factors when looking for a new job. For the cinema sample, however, the 
older a respondent is, the more likely they are to be identified with their occupation, exhibit a 
higher work ethic and the less likely they are to be money-focused. Similarly, those 
respondents who report a longer tenure with the cinema company are more likely to identify 
with their occupation, and report a higher work ethic. In addition, education level was found 
to be significantly related to three of the four WBSC scales for the cinema sample. Those 
with a lower level of educational attainment were found to be less likely to consider 
advancement potential when looking for a new job, and were likely to be more fully identified 
with their occupation, and exhibit a higher work ethic. It is possible that this latter finding 
reflects the particular composition of the cinema sample, which contained a large number of 
student employees working for the organisation on specific employment terms largely during 
weekends and vacation periods. 
To investigate relationships between WBSC dimensional ratings and other elements of self- 
concept, including gender, contract type for cinema employees, and place of training for 
nursing employees, t-tests were run for each sample. Results for WBSC differences b) gender 
are shown in Table 7.13. below. It should be noted that the gender distribution for the nursing 
sample was significantly skeNNed towards females, as onl 33 of 258 sample members ý, tere 
male, %Nhereas the cinema sample reported an equal gender split. 
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Table 7.13: Gender differences per sample for each WBSC sub-scale 
Identification Work ethic Money-focus Upward 
stri-, ing 
Mal Fem Mal Fem Mal Fem Mal Fem 
4.88 5.11 6.02 6.03 3.94 3.38 5.97 6.12 
Nursing (n=258) T=-. 96, T=-. 09, t=2.41, t=-. 73, 
df=42.84, df=42.63, df=241, dF40.17. 
n. s. n. s. 
- - 
p=. 02 n. s. 
5.00 5.01 6 
.0 4 
F 6.19 3.45 3.38 6.05 5.64 
Cinema (n=784) T=-. 02, t=-2.48, t=. 72 t=4.20, 
df--739.47, df--709.27, df--737.00, df=745, p-0 
n. s. p=. 01 n. s. 
Some differences were apparent between the two samples, according to Table 7.13. No 
differences were found between gender groups as regards level of identification «ith 
profession/occupation for either sample. However, whilst no gender differences were 
apparent for the nursing sample in terms of reported work ethic, female cinema ýtiorkers 
reported a significantly higher work ethic than their male colleagues. Male nurses were 
significantly more focused on remunerative benefit than females, with no gender differences 
apparent for the cinema sample. Finally, whilst there were no apparent differences between 
male and female nursing employees as regards orientation towards advancement and 
promotion, male cinema employees reported a greater focus on career advancement than did 
their female counterparts. 
For the nursing sample, employees were asked to report whether they had trained in the UK or 
elsewhere. This served as a low-impact surrogate question concerning nationality, since all 
employees who trained in the UK were highly likely to be British nationals, whereas all 
employees who had trained outside the UK were likely to be nationals from other countries 
(particularly Australia, New Zealand, South Africa and other African nations). Discussion 
with the Trust's management had revealed a dichotomous split between UK nursing 
employees and employees from overseas in terms of perceived group membership mhich it 
\kas felt justified further investigation as an element of work-based self-concept. Differences 
by place of training for each of the four WBSC scale ratings are shown in Table 7.14, belo'ý . 
It should also be noted that distribution of place of training was significantl\ skewed, \ý ith 
only 28% of emplo,, ees sampled reporting having received training overseas, the remainder 
reporting that theN had received their training in the UK. 
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Table 7.14: Reported ratings for each WBSC sub-scale by place of training with nursing 
sample (n=258) 
Identification Work ethic Money-focus Upward 
striving 
UK O'seas UK O'seas UK O'seas UK O'seas 
5.14 5.00 6.03 6.04 3.43 3.28 6.17 5.8 3 
Nursing t=. 78, t=-. 08, t=. 89, t=2.05. 
(n=258) df=124.77, df=1 16.19, df-- 132.47. df-- 120.09, 
n. s. n. s. n. s. p=. 04 
Table 7.14's findings show that no differences existed between the training locations as 
regards professional identification, work ethic, or focus on remunerative benefit. HoN%ever, 
those nurses trained in the UK reported a significantly greater concern ý%ith opportunities for 
advancement than those who had received training overseas. 
Finally, the relationship between working pattern and elements of work-based identity were 
examined. Within the cinema sample, 44% of employees worked part-time, with the 
remaining proportion working full-time. This grouping also reflected the descriptive make-up 
of the working population, as the majority of part-time employees were students working 
weekends and vacation periods. Thus, age and tenure were both significant co-variants ,N ithin 
this sub-sample distinction, since mean full-timer tenure was 6.81 years, while mean part- 
timer tenure was 3.36 years (t=6.29, df=743, p-0), and mean age cohort was 25-29 for part- 
timers and 30-34 for full-timers. It is with these potential biases in mind that the following 
results are presented: 
Table 7.15: Reported ratings for each WBSC sub-scale by contract-type for cinema 
sample (n=784) 
Identification Work ethic Money-focus Upward 
striving 
FT PT FT PT FT PT FT PT 
5.21 4.76 6.20 6.01 3.32 3.51 6.05 5.57 
Cinema t=5.57, t=3.14, t=-1.98, t=4.87, 
(n 784) df=745.32. df--670.97, df-- 732.47, df=755, 
p-0 p=. 002 p=. 05 p-0 
As can be seen from Table 7.15, part-timers reported themselves to be significantl\ less 
identified ýN ith their profession, exhibited a signif icantly loýti er work ethic. \\ ere less 
concerned \\ ith opportunities for advancement and more concerned \\ ith remuneration than 
their full-time colleagues. As noted abo\ e, ho\\ ev er, these differences may \vel l has e 
occurred as an artefact of the biographical composition of the týti o groups: part-timers are 
1) aw -") 
largely vacation and weekend working students who may not identify particularly strongly 
with the profession or with the organisation in general, possiblN confounding their response', 
to some of the WBSC scale items. 
Finally, to assess the divergent validity of the WBSC sub-scales when set against other 
measures of workplace reaction, WBSC items were entered into a maximum likelihood 
confirmatory factor analysis with PCS sub-scale items for the cinema sample (n=784). An 
eight-factor solution was specified since the WBSC 'identification' scale as expected to load 
onto separate factors as it had done previously, and the single 'upmard striving' item as 
excluded from the analysis. An oblique rotation was used as the scales were not expected to 
achieve orthogonality. Results are shown in Table 7.16, below. Please note that factor 
loadings lower than .3 
have been excluded from the table for reasons of clarity. 
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Table 7.16: Maximum Likelihood Confirmatory Factor Analysis for all PCS items and 
all WBSC scale items with cinema sample (n=784) 
Item Factor I Factor 2 Factor 3 Factor 4 Factor 5 Factor 6 Factor 7 
PCS 1 . 
305 
PCS 2 . 474 
PCS 5 
. 
504 
PCS 6 . 534 
PCS 10 . 
449 
PCSII . 608 
PCS 12 . 313 
PCS 15 
. 
413 
PCS 16 . 542 
PCS 26 . 368 
PCS 13 . 638 
PCS 20 . 502 
PCs 21 . 721 
PCS 22 . 
696 
PCs 7 
. 
770 
PCS 8 -. 745 
PCS 18 . 866 
PCS 19 . 
892 
PCS 24 -. 623 
PCS 27 -. 501 
PCS 28 -. 305 
PCS 29 -. 346 
ETH I C2 . 
606 
ETHIC3 . 
404 
ETHIC4 . 
511 
ETHIC6 . 
484 
ETHIC8 . 
369 
ETHIC9 . 525 
ETHIC 10 .. 393 
IDENTI -. 525 
IDENT2 -. 638 
IDENT3 -. 541 
IDENT4 -. 483 
IDENT5 -. 557 
IDENT6 . 475 
MON 1 -. 451 
MON2 -. 545 
MON3 -. 482 
MON4 . 
659 
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Inter-factor correlations were as follows: 
Factor Factor 1 Factor 2 Factor 3 Factor 4 Factor 5 Factor 6 Factor 7 
Factor I X -. 226 . 358 . 216 -. 261 -. 448 . 186 
Factor 2 X -. 155 -. 115 -. 061 283 -. 39 3 
Factor 3 X -. 019 -. 158 -. 35 _. ()47 
Factor 4 X -. 108 17 .1 
'8 
Factor 5 X . 
257 -. 06- 
Factor 6 X -. 216 
1 
Factor 7 N1 
The solution converged in 24 iterations, explaining 42.6% of variance in the data: 20.7% for 
Factor I (eigenvalue = 8.05), 7.1 % for Factor 2 (eigenvalue = 2.77), 3.9% for Factor 3 
(eigenvalue = 1.52), 4.2% for Factor 4 (eigenvalue = 1.62), 3.0% for Factor 5 (eigenvalue = 
1.19), 2.2% for Factor 6 (eigenvalue = . 
86), and 1.6% for Factor 7 (eigenvalue = . 
61). The 
chi-square test of fit statistic reached 922.92, df = 489, with an associated probabilit` value of 
p-0. The chi-square: degrees of freedom ratio was approximately 2 for this analysis, 
suggesting an acceptable degree of model-data fit. 
As can be seen from Table 7.16, all PCS and WBSC sub-scale items retained dimensional 
independence and loaded as expected onto the seven-factor solution. This provided additional 
evidence for the independent dimensionality of the WBSC scale items from an empirical 
perspective. 
7.4.4 Discussion 
This section has presented some supportive evidence for the utility, reliability and validity of 
assessing some elements of the work-based self-concept via psychometric means. Both 
personal and social identity characteristics can be explored in the context of the workplace 
using the Work-Based Self-Concept (WBSC) scale, in addition to ascertaining the influence 
of relevant social categorical work-based memberships such as gender, age, tenure, working 
pattern, nationality, etc. The following evidence was presented for the WBSC scale's 
psychometric properties: 
1. Evidence for the content validity of the WBSC scale derived from ý arious sources. 
Firstly, it was felt that both personal and social elements of work-based identity should he 
considered in the context of the current thesis as advocated by Tajfel (1978; 1981). Tajfel 
and Turner (1985) and Turner (1975: 1982,1984: 1985) in Social Ident it} Theory. 
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Following a review of the organisational identity literature (e. g.: Albert and Vl hetten. 
1985; Ashforth and Mael, 1989; Mael and Ashforth. 1992. Rotondi, 1975,1976). it was 
proposed that personal identity at ýýork could be accurately located' ithin indiN iduals' 
idiosyncratic work values, and that social identity could be assessed via measurement of 
individuals' reported levels of identification with their profession or occupation, in 
addition to the various categorical memberships that contribute to social work identit\ . 
Adaptation of existing scales in each of these areas produced an initial item pool that 
adequately addressed the various issues of personal individual meaning invested by 
employees' in their work-based identities. Response rates for each contributing item ý%ere 
high, suggesting that the content of the sub-scales was comprehensible bN a broad range 
of employees. Adequate internal consistency of the scales (assessed via Cronbach's alpha 
co-efficient for reliability) following establishment of the sub-scales' empirical 
independence using factor analytic techniques, provided further evidence that the content 
of each sub-scale was specific to a particular subject area, and that all contributory items 
were able to tap into that domain. 
2. Construct validity of the WBSC scale was demonstrated largely via the use of factor 
analytic techniques in exploring and subsequently confirming the factor structure of the 
scale across samples. Maximum likelihood confirmatory factor anal} sis was able to 
successfully demonstrate the conceptual and empirical independence of the items 
contributing to each posited factor comprising the WBSC scale. Compelling evidence for 
the divergent validity of the scale was presented by entering items from the four-factor 
Psychological Contract Scale and the WBSC scale into a single confirmatory factor 
analysis. Independent loading of items according to a priori expectations suggested that 
not only were WBSC sub-scales empirically independent from each other, but also from 
other measures of individual work-based reaction. 
3. At this stage, criterion-related validity of the WBSC scale had yet to be established, 
although it should be noted that demonstration of this psychometric facet ýýas not an aim 
of this phase of the research. 
Having confirmed the psychometric properties of the WBSC scale. the next task as to 
in\estigate the relationship between these elements of \Nork-based self-concept and the 
development of the terms of the exchange relationship between employee and employer. 
Chapter 6 established that \\hile employees' perceptions of organisational deal delivery \%ere a 
crucial factor in predicting the contractual orientation adopted by employees, that other pre- 
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determinants were also highly likely to be involved. Section 7.5 attempts to formally assess 
this possibility. 
7.5 STUDY 12 - THE IMPACT OF WORK-BASED SELF-CONCEPT ON THE 
PSYCHOLOGICAL CONTRACT 
7.5.1 Introduction 
Chapter 6 introduced the notion of perceived delivery of the employment deal and its potential 
impact on the perceived terms of the exchange relationship developed between employee and 
employer (i. e. employees' psychological contracts with the company). This chapter 
demonstrated the significant influence of the meaning attached to these perceptions of 
organisational deal delivery on the contractual orientation adopted by emplo\ees, but at the 
same time suggested the likelihood of other predictors of the psychological contract at work. 
The purpose of the current chapter is to assess the possibility that the meaning invested by the 
individual in themselves and their work-based identity and self-concept, can have a similarly 
powerful influence on the perceived terms of the exchange relationship at work. 
Adopting a similar approach to that presented in Study 10 (described in Section 6.5 of the 
previous chapter), the current study will attempt to ascertain the importance of various social 
and personal work-based identity characteristics in the prediction of individuals' contractual 
orientation towards their employer, as assessed via the Psychological Contract Scale (PCS). 
Personal identity characteristics will be assessed via the Work-Based Self-Concept scale's 
work values sub-scales, including reported work ethic, relative focus on the organisation as a 
source of remunerative benefit, and the relative importance of career advancement. Social 
identity characteristics will include relative level of professional/occupational identification as 
a measure of the depth of relationship each individual reports with their 
occupational/professional group. In addition, the influence of various categorical work-based 
memberships will also be assessed, including age, gender, tenure with the organisation, 
working pattern (full or part time), place of training and level of educational attainment. As 
discussed in Section 7.3.1, above, each of these categorical memberships as identified as of 
particular salience to each sample following discussions with management. The principal 
hypothesis driving the current study, then, is that a significant proportion of the variance in 
perceived terns of the exchange relationship (as quantified via the PCS) will be explained by 
work-based self-concept (as quantified by the WBSC scale). 
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7.5.2 Method 
7.5.2.1 Sample 
Two samples were used in the current study. The first was drawn from a population of NHS 
1 rust nurses and included nurses from all grades and across specialties. The sample exhibited 
the following properties: 
" Total sample size = 258 (representing a 26% response rate) of which 86% ýýere female: 
" Age ranged from 16 to 55+ years, with a mode of 30-34 years: 
" Organisational tenure ranged from 0.1-24 years, with a mean of 4.8 years and standard 
deviation of 5.4 years. 
The second sample derived from a major cinema chain, comprising all levels of employees 
from front-of-house cinema employees to Head Office senior management. The sample 
exhibited the following properties: 
" Total sample size = 784 (representing a 25% response rate) of which 54% were female, 
" Age ranged from 16 to 55+ years, with a mode of 25-29 years; 
" Organisational tenure ranged from 0.1-48 years, with a mean of 5.3 years and standard 
deviation of 7.5 years. 
7.5.2.2 Measures 
All respondents completed a self-administered questionnaire. The first two sections of the 
questionnaire comprised a biographical section and the Psychological Contract Scale' (PCS) 
(Millward & Hopkins, 1998). Section 1 sought demographic information (depending on the 
sample) on age (by 5-year cohort for both samples), gender (for both samples). type/level of 
job (for both samples), contract type (full-time or part-time for cinema sample), education 
level (ranging from zero qualifications to postgraduate degree for cinema sample), country in 
which received training for nursing sample, and organisational tenure (open-ended item for 
both samples). Section 2 comprised the revised form of the PCS in the form of 22 statements 
tapping into contractual orientations to work, as described in detail in Chapter 5. Items in the 
form of statements (see Appendix I) were responded to on 7-point Likert scales anchored h\ 
'strongly agree' (7) through to 'strongly disagree' (1). The third section of the questionnaire 
included Work-based self-concept items detailed in Section 4.5.1, above. As vL ith the PCS, 28 
items in the form of statements (see Appendix 5) \\ere responded to on 7-point Likert scales 
anchored by 'strongly agree' (7) through to 'strongly disagree' (1). 
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Whilst reported internal consistency reliabilities for each sample and each scale appear 
elsewhere in the body of this thesis, this information is summarised in Tables 7.17 and 7.18. 
below: 
Table 7.17: Internal consistency reliability values estimated using Cronbach's 
a criterion for both samples for each PCS sub-scale 
Sample Contract-focus Professional 
development 
Equity Time-frame 
Nursing a=. 712 a=. 715 a=. 707 (t-. 879 
n=256 n=256 n=256 n=256 
Cinema a=. 800 a=. 800 a=. 712 a=. 895 
n=777 n=781 n=782 n=778 
Reliability estimates for each sample reached satisfactory levels for each of the PCS's four 
component dimensions, since each exceeded the minimum of. 7 suggested by, for example. 
Kline (1993). 
Table 7.18: Internal consistency reliability estimates using Cronbach's a for each work- 
based self-concept sub-scale with both samples 
Sample Identification Work ethic Money-focus 
Nursing (n=258) a=. 799 a=. 693 a=. 663 
n=251 n=253 n=254 
Cinema (n=784) a=. 774 a=. 698 a=. 702 
n=779 n=765 n=769 
Reliability estimates for each sample failed to reach satisfactory levels for the `work ethic' 
sub-scale for both samples, and for the `money-focus' sub-scale for the nursing sample. 
While deletion of some scale items would have increased scale reliability significantly, it as 
felt that retention of all items would preserve the content validity of the scales. Thus, results 
from analyses involving these scales should be treated with the necessary caution. 
7.5.2.3 Procedure 
To assess the relative importance of each element of work-based self-concept in predicting 
contractual orientation, a range of social and personal identity values ý, Nere entered into 
correlational and regressional analyses, partly determined by each sample's specific 
characteristics. For the nursing sample, in addition to data deriving from the WBSC scale, 
social category memberships relating to age cohort, gender, tenure in the Trust, length of time 
since qualifying as a nurse, and place of training ýýere also included as possible indk idual 
pre-determinants of contract st\ le, vv ith category data entered into regression equations as 
dummy' ariables. For the cinema sample. social category memberships relating to a, -, c 
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cohort, gender, tenure in the Trust, educational level and ýkorking pattern (full-time or part- 
time) were included. Again, category data were treated as dummy variables for the purpose of 
regression analysis. For each sample, discussions with organisational representatiý e had 
revealed the potential importance of each of these memberships in dictating employees' worl. 
based identities. 
For each sample, then, data from each organisation were analysed independentl\ \ is 
correlational, regressional and t-test analysis to establish the relationship bemeen indi\ iduals' 
work-based self-concepts and the terms of the exchange relationship developed bet\%een 
employees and organisations (i. e. their psychological contracts). 
7.5.3 Results 
Correlational analyses between WBSC and PCS sub-scale scores appear in Tables 7.19 and 
7.20, below, for each sample, using Pearson's parametric statistic. For the cinema sample, 
age, tenure and education level are also included with age and education level using 
Spearman's rho. For the nursing sample, age, tenure with the Trust and length of time since 
qualifying are included with Spearman's rho used for age. 
Table 7.19: Correlational results for work-based self-concept elements against PCS sub- 
scale scores for nursing sample (n=258) 
PCS: Contract- PCS: Equity PCS: Professio'I PCS: Time- 
focus development frame 
Professional r=-. 237** r-. 324** r=. 286** r-. 337** 
identification n=251 n=251 n=251 n=251 
Work ethic r--. 190** r-=. 105 r-. 061 r=. 067 
n=254 n=254 n=254 n=254 
Money-focus r=. 392** r=-. 072 r--. 180** r--. 066 
n=254 n=254 n=254 n-251 
Upward striving r=-. 159* r=. 019 r=. 161 * r-. 022 
n=254 n=254 n=254 n=251 
Age rho=-. 00I rho=. 055 rho=-. 115 rho=. 66** 
n=247 n=247 n==247 n=247 
Tenure with Trust rho=. 029 rho=. 004 rho=-. 006 rho=. 324** 
n=235 n=23-5 n=235 n=235 
Years since rho=. 012 rho=-. 082 rho=-. 138* rho=. 269** 
qualifying n=209 n=209 n=209 n=209 
" Correlation significant at the . 
05 feel (two-tailed) 
" Correlation significant at the . 
01 IcNel (two-tailed) 
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For the nursing sample, it appears that the most significant "ork-based self-concept predictors 
of contract-focus (i. e. ýiorking to the letter of the employment contract) are a focus on 
remunerative benefit, low level of identification with the nursing profession and a lo%k 
reported work ethic. Perceived equity in the behaviour of the organisation is significantl} 
related to level of professional identification. Higher expectations for professional 
development are most closely related to a high level of professional identification, a focus 
away from remuneration and to a shorter period of time since qualifying. FinallN, a longer 
perceived time-frame with the organisation is significantly related to age, tenure NN ith the 
Trust, the number of years since qualifying and the level of professional identification felt 
with the nursing profession. 
Table 7.20: Correlational results for work-based self-concept elements against PCS sub- 
scale scores for cinema sample (n=784) 
PCS: Contract- PCS: Equity PCS: Professio'l PCS: Time- 
focus development frame 
Occupational r=-. 487** r-=. 409** r=. 472** r-. 578** 
identification n=773 n=777 n=773 n=773 
Work ethic r=-. 255** r-=. 072* r=. 135** r=. 233** 
n=758 n=763 n=760 n=759 
Money-focus r-. 475** r=-. 082 * r=-. 117** r=-. 207** 
n=770 n=775 n=771 n-771 
Upward striving r--. 202** r=. 099** r=. 267** r--. 005 
n=764 n=769 n=765 n=765 
Age rho=-. 058 rho=-. 102** rho=-. 169** rho=. 394** 
n=764 n=769 n=765 n=765 
Tenure with r=. 086 r=- 21 1 ** r=-. 174** r=. 271 ** 
organisation n=743 n=747 n=744 n=743 
Education level rho=. 001 rho=-. 013 rho=. 038 rho=-. 197** 
n=755 n=760 n=756 n=756 
* Correlation significant at the . 
05 level (two-tailed) 
** Correlation significant at the . 
01 level (m o-tailed) 
For the cinema sample, as with the nursing sample, level of contract-focus appears to be most 
closely related to level of occupational identification, focus on remunerative benefit, work 
ethic and concern for upward career progression. Again, as with the nursing sample, the most 
closely related element of self-concept to perceived equitable behaviour on the part of the 
organisation is level of identification with occupation. Focus on upward career progression 
%%as also related positiver to perceived equity, with age negatively related to this element of 
the exchange relationship (i. e. older respondents perceived the organisation to behage less 
equitably than their \ ounger counterparts). Level of occupational identification and concern 
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with career progression appeared to be most closely related to respondents' expectations for 
professional development. Finally. length of perceived time-frame appeared to be most 
closely related to level of occupational identification, age and tenure «ith the organisation. 
To investigate relationships between PCS ratings and other elements of self-concept. 
including gender, contract type for cinema employees, and place of training for nursing 
employees, t-tests were run for each sample. Results for PCS differences by gender are shown 
in Table 7.21, below. It should be noted that the gender distribution for the nursing sample 
was significantly skewed towards females, as only 33 of 258 sample members ýýere male, 
whereas the cinema sample reported an equal gender split. 
Table 7.21: Gender differences per sample for each PCS sub-scale 
Contract- Equity Professional Time-frame 
focus Development 
Mal Fern Mal Fern Mal Fern Mal Fem 
3.51 3.13 2.82 3.10 4.41 4.54 2.83 3.37 
Nursing (n=258) T=2.26, t=-1.07, t=-. 60, t=- I. 71, 
df--45.42, df=41.06, df--47.00, df=43.36, 
p=. 03 n. s. n. s. n. s. 
3.30 3.49 3.82 3.97 4.18 3.84 3.96 3.98 
Cinema (n=784) T=-2.29, t=-1.38, t=2.92, t=-. 20, 
df--721.29, df=739.89, df-- 752, df=736.62, 
p=. 02 n. s. P=. 00 n. s. 
Gender differences appeared for the nursing sample on the rating of contract-focus, with 
males reporting a significantly greater focus on their employment contracts than their female 
colleagues. The opposite effect was apparent with the cinema sample, with females reporting 
a significantly greater contract-focus than males. No significant differences were apparent in 
perceptions of equity or in stated employment time-frame. Finally, males reported 
significantly greater expectations for professional development than their female colleagues in 
the cinema sample. 
As regards working pattern with the cinema sample (i. e. whether employees worked on full- 
or part-time contracts), part-timers reported significantly greater contract-focus (t=-8.39, 
df=762, p=. 00), significantly lower expectations for professional development (t=9.87. 
df=762, p=. 00) and a significantly shorter employment time-frame (t=7.56, df=746.86, p=. 00) 
than their full-time colleagues, although perceptions of equity on the part of the organisation 
NN ere reported as similar by both groups. For the nursing sample, possible differences by 
place of training (i. e. training received in the UK or overseas) \\ere explored, with UK-trained 
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nurses reporting a significantly longer expected employment time-frame ýti ith the Trust 
(t=4.58, df=144.06, p=. 00) than those trained overseas. No other differences bemeen these 
groups were reported. 
Regression results for nursing sample 
To identify the best predictors of each element of the exchange relationship, each ýý ork-based 
self-concept factor was entered into a stepwise multiple regression equation, with an F entre 
criterion of . 
05 and categorical membership factors entered as dummy variables. Collinearit\ 
diagnostics revealed no multicollinearity between study variables. Results for the nursing 
sample are shown in Tables 7.22-7.25, below: 
Table 7.22: Stepwise multiple regression of work-based self-concept factors onto PCS's 
contract-focus dimension for nursing sample (n=258) 
WBSC factor Beta value T value P value 
Money-focus 
. 
416 6.38 . 000 
Upward striving -. 155 -2.36 . 
019 
Place of training . 135 
2.06 . 
041 
Together, these factors were able to account for 21 % of variance in the data. Thus, those 
employees who were focused on remunerative benefit, who were less concerned with career 
development and who had received training overseas, were more likely to work to the letter of 
their employment contracts and would be reluctant to go the extra mile or act as good 
organisational citizens when required. 
Table 7.23: Stepwise multiple regression of work-based self-concept factors onto PCS's 
equity dimension for nursing sample (n=258) 
WBSC factor Beta value T value P value 
Professional identification . 
440 6.27 . 
000 
Money-focus . 
145 2.07 . 
040 
The above two factors were together able to account for 17% of variance in the perceived 
organisational equity data. Thus, those respondents who identified more closely .k ith the 
nursing profession and who were less focused on work as a source of remunerative benefit 
were more likely to regard the organisation as behaving equitably towards its employees. 
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Table 7.24: Stepwise multiple regression of work-based self-concept factors onto PCS's 
professional development dimension for nursing sample (n=258) 
WBSC factor Beta value T value P value 
Professional identification 
. 353 5.16 . 
000 
Age -. 153 -2.23 . 
027 
Together, these factors were able to account for 13% of variance in the expectations for 
professional development data. According to these findings, respondents who identified more 
closely with the nursing profession and who were younger were likely to hale higher 
expectations for professional development opportunities from the organisation. 
Table 7.25: Stepwise multiple regression of work-based self-concept factors onto PCS's 
time-frame dimension for nursing sample (n=258) 
WBSC factor Beta value T value P value 
Professional identification 
. 
308 4.87 . 
000 
Place of training -. 247 -3.76 . 000 
Tenure in Trust . 239 
3.62 . 000 
Together, these factors were able to account for 26% of the data in perceived employment 
time-frame with the Trust. Thus, those employees who were more closely identified with the 
nursing profession, who had been trained in the UK and had spent longer in the Trust were 
more likely to perceive a long-term employment time-frame with the organisation. 
When considered overall, it appeared that level of professional identification (i. e. the degree to 
which each employee perceived themselves to be part of a cohesive professional group) and 
the degree of importance placed by that individual on this social membership, was the single 
factor of greatest importance in ensuring that employees reported relational-style 
psychological contracts with the organisation. Other common features predicting relational- 
style contracts were place of training and degree of focus on money. Those respondents 
trained in the UK were more likely to report a lower contract-focus and a more open-ended 
employment time-frame than their overseas colleagues. Those employees .N ho placed less 
emphasis on work as a source of remunerative benefit were less likel` to adopt a contract- 
bound relationship xN ith the employer, as well as reporting perceptions of greater equity on the 
part of the organisation. However, it should be noted that for to of the four PCS factors 
anale sed (expectations for professional development and perceived equity), a relativ elý small 
proportion of the \ ariance N\ as accounted for by personal and social \v ork-based identity 
factors. To ascertain Miether this as a sample-specific finding, or vhether elements of 
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work-based self-concept were also relatively inefficient predictors of psychological contract 
orientation for the cinema sample, these analyses were run again, as shown in Tables ý'. 2'6- 
7.29. Collinearity diagnostics revealed no multicollinearity bet«een stud` variables. 
Regression results for cinema sample 
Table 7.26: Stepwise multiple regression of work-based self-concept factors onto PCS's 
contract-focus dimension for cinema sample (n=784) 
WBSC factor Beta value T value P value 
Occupational identification -. 351 -11.23 . 000 
Money-focus . 
367 12.02 . 
000 
Working pattern . 179 5.84 . 
000 
Gender . 
062 2.09 . 
037 
Together, these factors were able to account for 40% of variance in the data. Thus, those 
employees who were less identified with their occupation, more focused on remunerative 
benefit, who worked part-time and were female, were more likely to work to the letter of their 
employment contracts and would be reticent to go the extra mile or act as good organisational 
citizens as and when required. 
Table 7.27: Stepwise multiple regression of work-based self-concept factors onto PCS's 
equity dimension for cinema sample (n=784) 
WBSC factor Beta value T value P value 
Occupational identification . 
464 13.73 . 000 
Tenure -. 281 -8.32 . 
000 
Working pattern . 
072 2.10 . 036 
The above-listed factors were able to account for 25% of variance in the perceived 
organisational equity data. Thus, those respondents who identified more closely vt ith their 
occupation, who had worked for the organisation for a shorter period and were full-time 
employees, were more likely to regard the organisation as behaving equitably towards its 
employees. 
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Table 7.28: Stepwise multiple regression of work-based self-concept factors onto PCS's 
professional development dimension for cinema sample (n=784) 
WBSC factor Beta value T value P value 
Occupational identification 
. 
438 14.00 
. 
000 
Working pattern -. 317 -10.20 . 
000 
Tenure -. 190 -4.97 . 
000 
Age -. 159 -4.09 . 
000 
Upward striving . 
104 3.37 
. 
001 
Together, these factors were able to account for 40% of variance in the expectations for 
professional development data. According to these findings, respondents v, ho identified more 
closely with their occupation, who worked full time, who were younger, had been «ith the 
company for a shorter period and who were concerned with career development opportunities 
were likely to have higher expectations for professional development opportunities from the 
organisation. 
Table 7.29: Stepwise multiple regression of work-based self-concept factors onto PCS's 
time-frame dimension for cinema sample (n=784) 
WBSC factor Beta value T value P value 
Occupational identification 
. 
512 16.99 . 
000 
Age 
. 
241 7.98 . 000 
Working pattern -. 133 -4.48 . 
000 
Education level -. 098 -3.38 . 
001 
Upward striving -. 087 -2.93 . 
003 
Together, these factors were able to account for 45% of the data in perceived employment 
time-frame with the Trust. Thus, those employees who were more closely identified .v ith 
their occupation, who were older, worked full-time, reported lower levels of educational 
attainment, and were less focused on career development, were more likely to perceive a long- 
term employment time-frame with the organisation. 
When considered together, as for the nursing sample, level of identification with their 
occupation appeared to be the most efficient predictor of cinema employees adopting 
relational-style contracts with their employer. Other factors exhibiting predictive utiIitN 
across tenns of the exchange relationship included age, tenure, and \ýorking pattern (with full- 
time employees more likely to exhibit relational-st` le contracts with their employer). 
lio\\ cv er, the relationship bet\\ een contractual orientation and age/tenure appeared to be more 
complex. While emploN ees \\ ho had spent longer \\ ith the compan\ and stiere older reported a 
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longer-term employment time-frame, these employees also reported loýýer expectations for 
professional development, and perceived less equitable behaviour to«ards emplo}ees on the 
part of the organisation. In terms of the overall efficiency of the ýtiork-based self-concept 
factors in predicting contractual orientation, 40% or more of the variance in each of the PCS's 
time-frame, contract-focus and expectations for professional development dimensions "as 
shared with these elements of work-based identity. However, as with the nursing sample, this 
apparent efficiency was markedly lower for the perceived equity dimension. 
7.5.4 Discussion 
The above findings present compelling evidence for the predictive power of elements of 
respondents' work-based self-concepts in the contractual orientation they develop with their 
employing organisation, thus providing some significant support for Hypothesis 6. Table 
7.30, below, illustrates the relative level of predictive utility of these elements of work-based 
self-concept for each of the four dimensions of the employment relationship addressed by the 
Psychological Contract Scale (PCS), for each sample: 
Table 7.30: Percentage of variance explained in each of the PCS's component 
dimensions by work-based self-concept factors across samples 
PCS dimension Nursing (n=258) Cinema (n=784) 
Contract-focus 21% 40% 
Equity 17% 25% 
Professional development 13% 40% 
Time-frame 26% 45% 
These results show that a significant proportion of variance in each of the four elements of the 
exchange relationship assessed via the PCS, can be predicted by elements of employees' 
work-based self-concepts. In comparing the relative levels of predictive utility exhibited h-,. 
the work-based self-concept against reported utility of the Delivery of the Deal scale as 
detailed in Section 6.5.4, above, it appears that a similar proportion of variance in 'contract- 
focus', expectations for `professional development' and perceived employment 'time-frame' 
could be predicted by both DOD ratings and elements of work-based self-concept. However, 
perceived equitable behaviour on the part of the organisation appeared to be more 
appropriately located in employees' perceptions of the relative level of deliver\ on the deal 
exhibited by their employing organisation, rather than in individual work-based identity 
characteristics. 
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In order to explore the influence of specific elements of work-based self-concept on 
developing employees' psychological contractual orientations towards their employing 
organisation, a comparison of best-fit predictive elements of Ntiork-based self-concept across 
the two study samples was undertaken. Initial results appear in Table 7.3 1, below: 
Table 7.31: Predictive elements of work-based self-concept across both samples 
PCS dimension Nursing (n=258) Cinema (n=784) 
Contract-focus Money focus Occupational identification 
Upward striving Money focus 
Place of training Working pattern 
Gender 
Equity Professional identification Occupational identification 
Money-focus Tenure 
Working pattern 
Professional Professional identification Occupational identification 
development Age Working pattern 
Tenure 
Age 
Upward striving 
Time-frame Professional identification Occupational identification 
Place of training Age 
Tenure Working pattern 
Education level 
Upward striving 
N. B. Please note that italicised text denotes l4BSC dimensions which are common across all three samples 
The results presented in Table 7.3 1, above, illustrate both the idiosyncratic and normative 
elements of work-based self-concept in predicting contractual orientation with the employing 
organisation. As regards the contract-focus dimension, Table 7.3 1 suggests that those 
respondents who are most concerned with remunerative benefits at work are likely to be the 
most bound by the specifications of their employment contracts, thus being least likely to 
exceed those specifications when necessary. As regards perceptions of equity, it appeared that 
those individuals who identified more closely with their occupation/profession were more 
likely to regard the organisation as behaving equitably towards its employees. However, the 
relatively small proportion of variance explained by this factor suggests that other variables 
are of greater significance in predicting perceived equity, almost certainly deriving from 
perceptions of the organisation itself. Once again, degree of professional/occupational 
identification was found to be the most efficient identity-based predictor of expectations for 
professional development at \\ ork, as \\ as reported age of respondents. That is, those 
respondents who perceived themselves as more closely involved v, ith their 
profession/occupation and who were younger, had greater expectations for professional and 
career development at \\ ork. Finally , the common predictor of expected emplo\ ment time- 
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frame was, once again, professional/occupational identification. Thus, those employees «ho 
were more identified with their profession/occupation were found to be more Iikelý to report a 
long-term time-frame with the organisation. 
In exploring the meaning of these findings, it is perhaps not surprising that personal values 
such as focus on the organisation as a source of remunerative benefit were most likely to 
predispose individuals to adopting a contract-bound relationship with the organisation. This 
relationship may have resulted from respondents' personal circumstances and current pay 
levels (a distinct possibility given the relatively low levels of remuneration received by each 
sample). That is, a focus on financial gain may be an overriding necessity. ýý ith the result that 
individuals are unlikely to engage in broader behaviours to benefit the organisation. 
Other, sample-specific predictors of contract-focus for nurses included the lack of drive for 
upward career development, as well as place of training. Placing little value on career 
progression, then, appears to be related to employees again adopting a contract-bound 
relationship with the Trust with employees perhaps happy to work within the confines of their 
employment contract when expecting little in the way of personal or career development from 
the organisation. Overseas employees were also found to be more contract-focused. This 
result may reflect cultural differences in attitudes towards the nursing profession, or may be a 
partial artefact of the restricted length of employment relationship perceived by those 
employees who had received their training overseas (many of them are employed on a 
contracted basis), with the result that they maintain an instrumental relationship with the Trust 
throughout their tenure (as suggested by, for example, Pearce, 1993). 
For the cinema sample, those employees who reported a lower level of identification with 
their occupation also reported a higher degree of contract-focus. For these employees, then, it 
is necessary to feel involved and identified with their occupation before they are willing to 
invest themselves in, and go out of their way for, the organisation. Part-time workers were 
also found to be significantly more contract-bound, perhaps reflecting the salience of the 
employment contract to these workers, required as they are to work very specific hours, ox er 
specific time periods which may last no longer than a few weeks or months. Such a finding is 
consistent with that suggested by, e. g. Pearce (1993), Robinson, Kraatz & Rousseau (1994), 
Robinson & Rousseau (1994), Rousseau (1990b: 1995), Rousseau & McLean Parks (1993) 
and Stiles, Grafton, Truss, Hope-Hailey and McGovern (1996), each of \\hom reported 
increased 'contractualisation' of the workforce as influential in reducing employee in\estment 
and interest in their emplo\ ing organisation. Finall,,. female cinema workers ere found to 
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be more contract-focused than males. Whilst it as beyond the scope of the current thesis to 
explore the possibility that hierarchical position ýti ithin the organisation is partly responsible 
for the obtained difference in contract-focus between the groups, examination of gender 
differences across all levels of the organisation suggested that this as unlikely to be the case. 
since gender skew did not exceed a 60: 40 ratio at any level of the organisation. Thus, 
obtained differences may have been the result of this social membership, as suggested by. for 
example, Gallos (1989) and Mathieu & Zajac (1990). 
In comparing the proportion of variance explained by these factors, to points are important 
to note. Firstly, elements of the work-based self-concept appear to be as efficient as. or more 
efficient than, perceptions of organisational deal delivery in predicting degree of contract- 
focus exhibited by respondents. This suggests that an individual's predisposition to adopt a 
contract-bound or more open relationship with their employer may be more appropriately 
located within the individual's value system and social situation, than in their perceptions of 
the organisation per se. Secondly, it appears that for the nursing sample, a relatively small 
proportion of variance in level of contract-focus can be predicted by elements of the work- 
based self-concept, when compared with the cinema sample. Thus, it could be argued that the 
propensity to adopt a relational, or transactional relationship with the organisation in this area 
is located to a greater degree within individuals' self-concepts for the cinema sample than for 
the nursing sample. This possibility is taken up for discussion later, in Chapter 9. 
As regards perceptions of equitable behaviour on the part of the organisation, it would seem 
that for both samples, degree of professional/occupational identification is related to percei\ ed 
organisational equity. Thus, those employees who perceive themselves to be more closely 
involved and identified with their profession/occupation generally perceive the organisation to 
exhibit greater fairness and distributive justice. To some degree, this is an unexpected 
finding. These two elements of the employment experience would be expected to retain 
relative independence from one another, perhaps even displaying a negative relationship in 
some circumstances (for example, the NHS), as highly identified professionals often berate 
the inequities prevalent within their employing organisation. However, it appears that highly 
identified professionals within the current samples perceive no such inequities. and although 
the relative proportion of variance explained by this factor is lo\ti compared vv ith perceptions 
of organisational deal delivery (as expected), it remains that the relationship bemeen these 
factors is significant. For the nursing sample, a focus on the workplace as a source of 
remunerative benefit is also likely to lead to depressed perceptions of organisational equity. 
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possibly reflecting the importance of remuneration to this sample's perceptions of distributi%e 
justice. For the cinema sample, it is full-time 'porkers who regard the organisation's 
behaviour as more equitable -a possible reflection of the actual distribution of benefits acre s 
the workforce, as well as younger workers. Older employees tend to report greater inequity in 
the organisation's behaviour, perhaps reflecting the age distribution «ithin the sample (%0ich 
is almost bipolar) and the emphasis placed on youth and dynamism vý ithin a fast-moving. 
sales- and service-driven industry. 
As regards expectations for professional development, once again identification ýý ith their 
profession/occupation tends to predispose employees to report higher expectations in this 
area. Thus, it appears, employees who value membership of their professional/occupational 
group report a greater desire to consolidate this membership by growing and developing 
within the employing organisation. In addition, younger workers report higher expectations 
of professional development opportunities, with this element of the exchange relationship 
becoming progressively less important as employees become older (presumably receiving 
sufficient ongoing training and development through their careers). For the cinema sample, it 
appeared that full-time workers had higher expectations for professional development than 
their part-time counterparts. This raises the possibility of a two-tier core/complementary 
workforce as suggested by, for example, Handy (1990). and O'Hara-Devereux and Johansen, 
in Pritchett (1994), where core full-timers retain the `traditional' expectations for provision of 
career development opportunities by the employing organisation, whereas peripheral part- 
timers report lowered expectations, perhaps perceiving this as a privilege accessible only to 
core employees. Employees who have been with the organisation for less time also report 
higher career development expectations, a finding which is intuitively sensible but may be 
particularly marked in an organisation and industry which places a premium on its younger 
workforce. Finally, those employees who report a predisposition towards, and desire for, 
career advancement, also report higher expectations of their employing organisation in this 
area. 
It appears that degree of professional/occupational identification represents the most efficient 
predictor of intention to stay on the part of the employee. Thus, those employees N" ho are 
highly identified and involved with their profession are proportionately more likel\ to stay 
with their employing organisation over time. 
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For the nursing sample, secondary predictors of an open-ended relationship include length of 
tenure and place of training. Those employees who have been %ý ith the Trust longer are more 
likely to remain with the organisation over time. It could be argued that the investment by the 
employee implied by continued tenure with the company generates expectations of an open- 
ended employment relationship over time. Also, a more `relational' orientation towards the 
organisation may also develop with increased tenure, as emplo,, ees become increasingly 
identified and involved with the organisation the longer their emplo}ment relationship 
continues. The influence of place of training is likely, once again, to reflect the terms of the 
explicit employment contract held by overseas nurses with the Trust. Overseas employees are 
generally retained on contracts strictly delineated by time-frame, and so their perceptions of a 
closed-ended relationship with the organisation reflect this contractual reality. 
For the cinema sample, older workers are more likely to report an extended, open-ended 
employment relationship with the company (reasons underpinning the relationship are likely 
to be similar to that reported above between tenure and time-frame for the nursing sample). 
Full-time workers are more likely to report an open-ended time-frame than their part-time 
counterparts, mirroring the contractual reality reported by nurses trained overseas, rather than 
in the UK. Employees reporting lower educational attainment are also more likely to stay 
with the organisation over time. This perhaps reflects the relatively mundane nature of much 
of the work undertaken by cinema employees, as well as the artefact that many workers are 
undergraduate or postgraduate students who have no intention of taking up full-time 
employment with the organisation on completion of their studies. Finally, those employees 
who report little interest in upward career progression also exhibit the most open-ended time- 
bounded relationships with the company. This may reflect the relatively flat structure of the 
organisation and the restricted opportunities for promotion if desired. 
In comparing organisational samples, it is also important to note the relative efficiency of 
work-based self-concept elements in predicting the terms of the exchange relationship 
addressed by the Psychological Contract Scale. In each area, a substantiall\ greater 
proportion of variance is explained by self-perceptual factors for the cinema employees than 
for the nursing sample. This suggests that for the latter group of employees, elements of 
individual identity, including work values and social/professional group memberships are less 
important in predicting contractual orientation towards the organisation than for the cinema 
employees. Possible reasons for this difference are taken up for discussion in Chapter 9. 
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This study has presented substantial evidence for the utility of elements of work-based self- 
concept (most particularly the degree of involvement and identification an indi% idual feels 
with their respective occupation or profession), in predicting the perceived terms of the 
exchange agreement between individual and organisation for the two samples used in the 
current study. 
7.6 CONCLUSIONS FROM CHAPTER 7 
The purpose of this chapter has been to assess the contribution made by emplo,. ees' %ýork- 
based identities to the terms of the exchange relationship which develops ý, ý ith the employer. 
To this end, it examined elements of individuals' work-based self-concepts, including 
personal work values and social category memberships. The studies contained within this 
chapter have shown that in addition to employees' perceptions of the degree to \ýhich their 
employing organisation has delivered on the expected employment deal, self-perceptual 
factors may also be important in the development of the psychological contract. Using the 
social identity approach espoused by Tajfel and Turner, e. g. Tajfel (1981), Tajfel and Turner 
(1985) as a framework for investigation, both social and personal elements of the %ý ork-based 
self-concept have been shown to partially predict the terms of each individual's psychological 
contract with their employer. 
The outcomes of the current chapter's studies have included, firstly, the validation of a 
customised measure of work-based self-concept, based on existing measures of work values 
and occupational/professional identification. This robust measure is able to assess the 
following elements of work-based self-concept: 
" Work ethic (pride and involvement in work); 
" Focus on remunerative benefit; 
" Relative value placed on upward career progression; 
" Degree of identification with occupation/profession. 
Evidence for content and construct validity derived from several sources including acceptable 
levels of internal consistency reliability, empirical independence of each sub-scale across 
samples using confirmatory factor analysis, and when set against component items of the 
Psychological Contract Scale (PCS). 
Secondly, compelling evidence was found for the predictive properties of work-based self- 
concept in predicting the exchange terms between employee and employer %\ hich frame the 
psychological contract, thus supporting Hypothesis 6. Focus on remunerative benefit and a 
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lack of concern for upward career progression appeared highly predictive of the degree to 
which employees across samples were behaviour-bound by their empio, ment contracts. 
Perceived equitable behaviour on the part of the employ ing organisation was fairly poorly 
predicted by elements of employees' work-based identity, although the degree to which 
employees reported involvement in their occupations or professions appeared related to some 
degree to this element of the exchange relationship. Again, degree of 
professional/occupational involvement and identification was found to be highly predictive of 
an individual's expectations for professional development within the employing organisation, 
and this same factor, coupled with respondents' age cohort were found to be most highl" 
predictive of the expected length of the employment relationship. 
Finally, as with the previous chapter's studies, results suggested that factors contributing to an 
individual's work-based self-concept were not the sole predictors of the psychological 
contract existing between employee and employer, and that other factors may also be crucial 
in predicting the terms of the exchange relationship. In line with original aims of the thesis, 
the next stage of the research was to combine self- and organisational perceptions in the 
prediction of contractual orientation in an effort to identify the most efficient predictors of the 
perceived terms of the exchange relationship. In this way, for each element assessed by the 
Psychological Contract Scale it should be possible to uncover whether self- or organisational 
perceptions are of greatest relevance, and the extent of their predictive power. 
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CHAPTER 8 
MODELLING PREDICTORS OF THE EXCHANGE 
RELATIONSHIP 
8.1 INTRODUCTION 
In this chapter, the relative contribution made by organisational and self-perceptions to the 
perceived terms of the exchange relationship is investigated. For each organisational and 
organisational sub-group sample, it was expected that this would reveal critical contract- 
predictive elements of the work-based self-concept and perceptions of organisational deal 
delivery specific to that sample. It is argued that such a finding will provide eN idence for the 
existence of `normative' or shared elements of employees' psychological contracts, as 
mentioned briefly by Rousseau (1995), Rousseau and Tijoriwala (1996) and Sparrow (I 996a). 
In addition, it is expected that the basic source of predictors (i. e. self- or organisational 
perceptions) of each element of the contract will be common across organisational samples, 
with implications for the psychological contract concept and for the practical management of 
employee contracts in the workplace. This series of propositions is described graphically in 
Section 8.3.1, below, following a brief discussion of alternative attempts to model the 
psychological contract which have been presented in the literature. 
8.2 MODELLING THE PSYCHOLOGICAL CONTRACT 
Before considering the basic tenets of the proposed model, it is worth returning to existing 
models of the psychological contract. Many of these models remain conceptual and 
theoretical in their basis in that they have yet to be empirically tested. However, they serve to 
illustrate the diversity of research approaches which the psychological contract concept has 
attracted over the last 15 years, as well as its potential utility for describing the contemporary 
exchange relationship between employees and their employing organisation. 
Denise Rousseau, most notably via her discursive 1995 treatment of the nature of the 
psychological contract, has presented a series of models purporting to describe and explain the 
concept. Amongst those which have gained popular currency are her conceptualisation of the 
psychological contract as a "mental model" (1995: pp 33-34) (as differentiated from 
normative, implied and social contracts), her multi-dimensional account of relational versus 
transactional terms existent vv ithin each individual's contract (1995: pp 91-93 ). and the four- 
\\a, \ tvpologv of contracts defined by time-frame and explicitness of performance terms 
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(1995: pp 97-99). 
8.2.1 Process models 
Rousseau (1995) argues that the creation and maintenance of an individual's psychological 
contract will be a function of "external messages and social cues from the organisation and the 
individual's internal interpretations, predispositions and constructions" (p. 34). and thus is best 
described by the `mental model' conceptualisation. This approach suggests that it is %ý [thin 
each individual's cognitive representation of the organisation and the implicit e\change 
relationship therein, that their contractual orientation towards the organisation develops and is 
re-visited over time. Whilst Rousseau's use of terms such as 'mental model' and 'schema' are 
somewhat ill-defined, it remains that at the heart of this conceptualisation is something which 
exists `in the head' of each and every employee. In this way, Rousseau is able to differentiate 
between psychological contracts, which she regards as existent only at the individual level; 
normative contracts, which she argues may exist at the group level when tNN to or more 
individuals share common perceptions as to the nature of their relationship with another part\ 
implied contracts, i. e. interpretations and assumptions made by third parties (those parties 
outside the exchange relationship) about the nature of the relationship bet«een parties 
involved; and finally social contracts, which she proposes exist at the national cultural level, 
reflecting broad beliefs regarding obligations and reciprocity. Rousseau's (1995) model of the 
process of creating an individual's psychological contract is reproduced in Figure 8.1, belo,. N : 
Figure 8.1: Rousseau's (1995: 33) `Creation of an individual's psychological contract' 
Predisposition 
Social 
cues 
Message Psycho logical 
framing Encoding 
Decoding H contract 
Creating an individual's 
psychological contract 
Individual Organizational 
processes factors 
Rousseau's (1995) 'mental model' conceptualisation focuses on the proce. s of ps\ chological 
contract development at the individual cogniti\e-perceptual level. Sparro'% (1996a: 486) 
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combines distinct elements of this individual-level conceptualisation in his group-level 
treatment of differences in the process of contracting across European nations. Synthesising 
Rousseau's (1995: 33) model of the creation of an individual's psychological contract %% ith the 
notion of culturally-defined social contracts, he develops a model ýkhich purports to explain 
the differences existent between national workforces in terms of their %arious approaches to 
employment contracting. In so doing, he draws on including Hofstede's (1991: 1993) notions 
of power distance and individualism/collectivism as contributing to Rousseau's 'social cues'. 
Sparrow (1996a) contextualises Rousseau's 'organizational factors' in terms of Human 
Resource Management policy and practice, which he argues vary by nation according to 
change orientation (long/short term orientation; degree of uncertainty aNoidance. high/lov% 
context communication), attitudes towards authority (centralised/decentralised HRM, 
performance management); attitudes towards justice; and work as a source of identification 
and identity. Finally, Sparrow (1996a) describes Rousseau's individual 'predispositions' in 
terms of Rousseau's own (1995: 43-44) suggestions of cognitive biases and motivational 
schemas. The model has yet to undergo empirical testing but serves as a useful (if partial) 
framework within which to discuss national differences in the ways in which employees' 
psychological contracts are formed, also effectively introducing the idea of social and 
normative contracts into the same framework. 
Herriot and Pemberton (1996a), in their detailed discussion of careers within the `nev, ' work 
environment of the 1990s, developed a complex and interactive model of careers which also 
addresses the process of contract formation, but takes a more explicit stance than do Sparrow 
(1996a) and Rousseau (1995). A simplified version of this model (see Figure 8.2, below) 
(Herriot and Pemberton, 1997) purports to describe the basis of negotiation on which 
'psychological' contracts are formed, with both employee and organisation actively and 
explicitly involved in the process. The model describes the 'contracting' environment present 
in today's workplace, with the psychological contract remaining the model's key focus as 
'new deals' are forged between individual and employer, which are then monitored and 
periodically evaluated, ultimately leading to preservation of the status quo. to renegotiation or 
to termination of the contract. 
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Figure 8.2: Herriot and Pemberton's (1997) `four stages of psychological contracting' 
Organisation's wants 
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environment wants and offers offers Contract lair 
Contract kept'? 
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Contract kept'? 
While Herriot and Pemberton's (1997) model represents a useful framework within which to 
conceptualise the two-way nature of the contracting process, it also attempts to take the 
concept of `psychological' contract outside the head of the employee and into the arena of 
explicit negotiation and renegotiation. This is in line with their earlier (Herriot and 
Pemberton, 1995) suggestion that psychological contracts should be made more 'transparent' 
by management to alleviate employee concerns and insecurities. This approach is 
qualitatively different from Rousseau's (1995) cognitive process stance which is argued to 
take place entirely within the head of the employee. Thus, whilst both models include social, 
organisational and individual factors as potentially impacting on the development of a 
contract, Rousseau (1995) focuses exclusively on individuals 'perceptions of these factors, 
whereas Herriot and Pemberton (1997) see them as explicit and objective. In this sense, 
Herriot and Pemberton's model is linked with SparroNti's (1996a) model of cross-cultural 
contracting in that they both extend beyond the psychological contract as a cognitive- 
perceptual construct to variously incorporate the social (Sparrow, 1996a), implied (Herriot 
and Pemberton, 1997) and normative (Sparrow, 1996a) contracts described abo" e (Rousseau, 
1995). Guest (1998b) questions whether the increased clarity and objectivity afforded 
psychological contracts by making them more transparent (Herriot and Pemberton, 1995) 
leads, by definition, to their ceasing to be exclusively psychological in nature. It is argued 
here that Rousseau's (1995) focus on the psychological processes inN olved in contract 
development represent the most appropriate standpoint from ýOhich to examine the concept of 
psNchological contract. 
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8.2.2 Descriptive models 
Adopting an alternative approach, Rousseau and McLean Parks (1993) and IatterI 
Rousseau's (1995) conceptualisation of the various features and characteristics making up the 
content of the psychological contract focused largely on the dimensionality, of the 'relational- 
transactional continuum'. They proposed a number of 'contract terms' ýý hich could he 
articulated within a relational-transactional framework. These terms were as follo\N s: 
" Focus: from economic (transactional) to economic plus emotional (relational): 
" Inclusion: from limited personal involvement in the job, to 'whole person relations'; 
" Time frame: from closed- to open-ended; 
" Formalisation: from written/well-specified to written/unwritten; 
" Stability: from inflexible to dynamic; 
" Scope: from narrow/zero development to pervasive/affecting employee's outside life; 
" Tangibility: from unambiguous/observable to subjective/implicitly understood. 
McLean Parks, Kidder and Gallagher (1998) extended this framework to include the concept 
of `particularism', i. e. "the degree to which an employee perceives the resources exchanged 
within the contract as unique and non-substitutable" (p. 714), as well as sub-dividing the 
earlier `time-frame' dimension to include both duration (long-term or short-term) and 
precision (finite or indefinite). Beyond this conceptualisation, McLean Parks et al (1998) 
added the notions of multiple agency relationships, encompassing acts by an employee which 
"simultaneously fulfils obligations to two or more entities" (p. 718), and of volition, i. e. -the 
degree to which employees believe they had choice in the selection of the nature of the 
employment relationship, including, but not limited to, the degree to which they had input or 
control into the terms of the contract or formation of the 'deal"' (p. 720). 
Rousseau's (1995: 98) 2x2 model of contemporary contracts focused on two distinct 
elements of employees' psychological contracts: performance terms and time-frame (see 
Figure 8.3, below). She maintains that long-term employment relationships are more likely to 
he 'relational' in nature and are best characterised by high commitment, investment and 
involvement. Short-term contracts, by their nature, she suggests are likely to be 
`transactional' in nature, with low employee commitment and investment, little professional 
development and likely/easy exit. However, it is in the interaction of perceiNed time-frame 
N%ith specificity of performance terms that Rousseau's t\pology lies. She maintains that 
N\here performance terms are unspecified, and the employee-emplo\er relationship is a long- 
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term one, that 'relational' contracts with associated high commitment, integration and 
identification are most likely to develop, in the context of more relaxed and ambiguous 
performance requirements. Specified performance terms combined vv ith a short-term time- 
frame, on the other hand, she argues are likely to result in 'transactional' contracts w ith low 
ambiguity, but associated low commitment and identification and high turnover. Short-term 
employment relationships with unspecified performance terms. she suggests may be described 
as 'transitional' contracts, possibly most likely following a major restructure \k ith associated 
insecurity, uncertainty and instability. 'Balanced' contracts are characterised b\ long-term, 
performance-specified relationships, where commitment and identification are likely to be 
high, ongoing development and mutual support will be offered, but where the terms of the 
contract are dynamic and subject to change over time. 
Figure 8.3: Rousseau's (1995: 98) 2x2 Psychological Contract Typology 
PERFORMANCE TERMS: 
Specified 
DURATION: 
Short-term 
Long-term 
Not specified 
Transactional Transitional 
(e. g. shop assistants hired during (e. g. employee experiences during, 
Christmas season): organisational retrenchment or 
" Low ambiguity following merger or acquisition): 
" Easy exit/high turnover " Ambiguity/uncertainty 
" Low member commitment " High turnover/termination 
" Freedom to enter new contracts " Instability 
" Little learning 
" Weak integration/identification 
Balanced Relational 
(e. g. high-involvement team): (e. g. family business members) 
" High member commitment " High member commitment 
" High integration/identification " High affective commitment 
" Ongoing development " High integration/identification 
" Mutual support " Stability 
" Dynamic 
Rousseau (1995) links her original seven contractual dimensions to those of her 2x2 
conceptualisation of the 'modern' NNorkplace contract by arguing that mans organisations can 
be characterised as offering an ostensibly 'relational' contract-base to emplo'. ees. ý%hilst 
others retain a more 'transactional' focus o\erall. Still others. she suggests. particularly in the 
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contemporary market, blend the two together, combining traditionally relational (provision of 
support, long-term time-frame) and traditionally transactional (formalised performance terms. 
explicit terms of employment) elements in an interactiNe whole, citing the example of high 
involvement work teams as illustrating this 'balanced' contract t\ pe. This conceptualisation 
links in to Miles and Snow's (1980) proposed `make' or 'bu\' distinction between 
organisations. Transactional, or `buy' organisations, they argued, include contract and 
recruitment agencies whose approach to employment in many cases epitomises the 
transactional contractual orientation - employees expect nothing more than monetary reward 
for their efforts at work, and organisations expect little commitment or emotional invok ement 
in return. Alternatively, relational, or `make' organisations, they suggested. ýill continue to 
provide support for employees, and expect commitment and good citizenship in return. 
McLean Parks et al (1998) linked their extended conceptual model to the cases of four 
different employees, including a temporary factory-worker, float nurse, consultant and famiI\ 
business employee, illustrating how each may vary along each continuum in a unique and 
idiosyncratic combination peculiar to their particular profession/occupation and situation. 
These examples illustrate the potential for the psychological contract to be modelled in a 
dynamic and interactive way. These researchers also suggest the possible existence of 
normative contracts, at least in terms of the characteristics which make up each employee 
group's contract. The examples presented by McLean Parks et al (1998) are described in 
more depth in Chapter 3, Section 3.5.1, above. 
Guest (1997; 1998b) has criticised research drawing on the model proposed by Rousseau and 
McLean Parks (1993) and extended by Rousseau (1995), since much of this has advocated 
typological distinction (i. e. relational versus transactional) rather than empirically addressing 
the full breadth of features proposed by these researchers. While he does not explicitly 
criticise the original form of Rousseau's (1995) seven-feature model, Guest (1998b) calls for 
further research to ascertain (a) the relative importance of each element and (b) whether the 
model in its current form is exhaustive, or whether additional features should be considered. 
Both Rousseau (1995) and McLean Parks et al (1998) have yet to empirically assess their 
developed models, with both remaining at the conceptual stage at present. 
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8.2.3 Predictive models 
Guest's (1998b) proposed model of the psychological contract's 'content' is based largely on 
the work undertaken by Guest and Conway (1997) in developing a complex account of the 
predictors and outcomes of psychological contracts held by indiNidual employees (see Figure 
8.4, below, for a schematic representation of this model). These researchers contend that 
predictors of the psychological contract include perceptions of organisational climate, human 
resource management practices and policies, an individual's experience, expectations and 
available employment alternatives. Guest and Conway (1997) further suggest that the 
psychological contract itself comprises perceptions of fairness, trust and 'delis er,, ' of the deal, 
and that potential consequences of these perceptions may include such attitudinal outcomes as 
job satisfaction, organisational commitment, sense of security, and perceived employment 
relations; and behavioural outcomes such as level of motivation, effort at work, 
attendance/absence, organisational citizenship and intention to stay ýN ith/leave the employing 
organisation. Drawing on a 1,000-member cross-sectional UK sample, the researchers found 
some support for their model, constructed via path modelling techniques. Guest (1998b), 
however, called for further research to test some of the model's tenets, in particular the 
directional relationships between its posited variables. 
Figure 8.4: Guest and Conway's (1997) proposed predictors and outcomes of the 
psychological contract 
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To date, Guest and Conway's (1997) research represents the only attempt to statistically 
model the precursors and outcomes of the psychological contract. While various problem, 
exist with this research, most notably poor reliability estimates for some of the model'; scales. 
the work nonetheless ably demonstrates the potential utility of statisticall, -based path 
modelling approaches for exploring a concept as complex and multidimensional as the 
psychological contract, with its wide range of possible predeterminants and outcomes. 
8.2.4 Summary of existing models 
The models presented above provide an indication of the various levels at which the 
psychological contract has been conceptualised, from cognitive-perceptual (Rousseau, 1995 
and, to some extent, Sparrow, 1996a) to social (Sparrow, 1996a), with other researchers 
addressing the nature of the explicit contracting process (Herriot and Pemberton, 1996a; 
1997). Each of these conceptualisations has significant value, in describing and explaining 
the concept, in attempting to unravel its content, its form, the various levels at which it ma" 
exist, as well as the very process of development which results in the production of a 
psychological contract for each employee. Despite these potential strengths, few if any of the 
above models have gained any significant empirical support (save for Guest and Conway's 
1997 model), as suggested by Rousseau and Tijoriwala (1998). Issues of hoýN researchers 
should be quantifying the psychological contract, and what precisely they should be 
quantifying remain a serious obstacle to progress in the field. It is within this complex 
research environment that an alternative conceptualisation of the perceived exchange 
relationship, and its predictors is presented. 
8.3 STUDY 13: PROPOSING A NEW MODEL - PREDICTING THE TERMS OF THE 
EXCHANGE RELATIONSHIP 
8.3.1 Introduction 
It has been argued throughout the thesis that both self- and organisational perceptions may 
have critical implications for the content and style of psychological contract adopted by 
individual employees. Chapter 6 focused on perceived degree of organisational 'deal 
delivery' in predicting the terms of the exchange relationship between ýNorkers and their 
organisation. It reported eN idence that the degree to which employees percei\ed their 
compan\ to have fulfilled the expected employment deal had a significant effect on their 
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perceptions of the exchange relationship. This effect was particularly marked in terms of 
perceived equitable behaviour on the part of the organisation, but also significantly impacted 
on terms of expected time-frame of the employment relationship, and on terms of expected 
opportunities for professional development. Chapter 7 introduced individual self-perceptions. 
within the framework of the social identity approach, as possible predisposing factors in the 
prediction of employees' perceptions of the exchange relationship. B idence \k as presented 
which suggested that self-perceptions could act as influential predictors of exchange 
relationship terms, particularly in terms of reported degree of contract-focus, but also in terms 
of expectations for professional development and in expected length of employment time- 
frame with the organisation. 
On examining the relative predictive power of organisational and self-perceptions as regards 
the perceived terms of the exchange relationship between employees and employers, some 
tentative patterns were discernible in the data. Firstly, as regards degree of contract-focus (i. e. 
the extent to which an individual is bound to, or goes beyond, the terms of their employment 
contract at work), it appeared that self-perceptions, operationalised as the work-based self- 
concept, were more critical than perceptions of organisational deal delivery in predicting 
contract-bound attitudes and behaviours. The opposite pattern appeared true in predicting 
perceptions of equitable behaviour on the part of the organisation, with perceptions of 
organisational deal delivery by far out-predicting individually predisposing factors. 
Expectations for professional development and expected employment time-frame appeared to 
be equally well predicted by individuals' perceptions of their employing organisation as well 
as via their own self-perceptions. 
It is crucial at this stage to outline the basic structure of the model to be explored in this 
chapter. Throughout Chapters 6 and 7, the significance of self- and organisational perceptions 
in predicting each of the four terms of the exchange relationship (contract focus, professional 
development, equity and time-frame) has been investigated. However, for a number of 
theoretical and empirical reasons, a model comprising three of the four elements addressed b\ 
the Psychological Contract Scale is proposed for use in this chapter's studies. Efforts to 
establish the construct validit' of the PCS's component scales uncovered some problems Ný ith 
the 'professional development' sub-scale which failed to gain empirical independence from 
other PCS sub-scales and from the 'organisational commitment' construct (see Chapter 5). 
This sub-scale also remains problematic from a theoretical perspective in that few researchers 
have, as vet, treated this element of the exchange relationship as integral to the ps\ chological 
contract concept (other than, perhaps, Coyle-Shapiro and Kessler, 1998, whose manuscript 
1', i, gc 268 
awaits publication). Whilst professional and career de%elopment are clearly important 
elements of contemporary employees' experience and expectations of their employ ing 
organisation, it is unclear whether focusing on such specific expectations (%%hile at the same 
time excluding a broad range of others) is theoretically justifiable %ý ithin the context of the 
framework presented by the Psychological Contract Scale. Excluding this element of the PCS 
from further analysis was able to sharpen the focus of the current thesis on empirical testing of 
established tenets of the psychological contract concept. These include degree of contract- 
focus, time-frame, and tangibility of contract terms, as espoused by Rousseau and McLean 
Parks (1993), Rousseau (1995) and most recently McLean Parks, Kidder and Gallagher 
(1998), as well as perceived degree of equitable behaviour on the part of the organisation, 
argued to be crucial to the exchange relationship between parties by, most notably, Herriot 
and Pemberton (1996a; 1997). 
For the sake of parsimony, then, and for the empirical reasons outlined above, it was decided 
that the following studies using the PCS would exclude the `professional development' sub- 
scale, instead focusing on the `contract-focus', perceived `equity' and expected `time-tranie' 
terms. 
By adopting path modelling techniques, successfully employed by Guest and Conway (1997) 
to explore the possible predictors of the psychological contract at work, the relative roles of 
individual and organisational perceptions in predicting the perceived terms of the exchange 
relationship would be ascertained. Some commonality across the predictors ofeach element of 
the exchange relationship was expected, as outlined below. 
It was expected that degree of contract-focus reported by an employee would be primarily 
predicted by self-, rather than organisational, perceptions. This is due to the 
operational isation of contract-focus as encompassing attitudinal and value-based reactions 
towards work in general and the employing organisation (e. g. A do this job just for the 
money', `My commitment to this organisation is defined by my contract'). Hoýtieýer. it ý%as 
adjudged likely that perceptions of the organisation ýýould also retain some value in predicting 
the degree of contract-focus reported by employees since it is likely that contract-bound 
attitudes and behaviours may occur in part as a reaction to the extent to %Lhich the organisation 
has delivered on the expected employment deal. 
As regards perceptions of equity, it as expected that organisational perceptions would he 
most critical in the formation of this part of the exchange relationship. Clearly, perceptions of 
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the degree to which the organisation has delivered on the expected employment deal are most 
likely to predict employees' judgements on the degree of equit" and fairness demonstrated bN 
the employer in its dealings with the workforce. Self-perceptions may have some secondary 
predictive value in that employees' category memberships may predispose them to perceive 
the degree of equity imparted by the organisation in a certain light. e. g. depending on age. 
tenure, contract-type, etc. 
Finally, employment time-frame was expected to be predicted to a similar degree h\ both self- 
and organisational perceptions. This is in part a reflection of the component elements of 
employment time-frame (i. e. employees are likely to perceive that the length of their 
employment relationship is partly within their own control and is partly determined by 
organisational factors). It also reflects the relative importance of certain category 
memberships (most notably age and tenure) and of organisational perceptions (such as 
perceived job security) in dictating employees' perceptions of the likely length of their 
employment time-frame. 
The basic structure of this proposed model appears in Figure 8.5, belový, and is underpinned 
by the following hypotheses: 
Hypothesis 7: Predictors of each of the perceived terms of the exchange relationship 
(addressed by the Psychological Contract Scale) will include both self- and 
organisational perceptions. The relative predictive power of each vv iI l vary 
depending on the sample, reflecting workplace context as well as the 
specific micro- and macro-organisational issues experienced therein. This 
will provide evidence for the existence of normative elements of 
employees' psychological contracts at the organisational level. 
Hypothesis 8: Some commonality in the predictors of each element of the exchange 
relationship is expected. Specifically, it is expected that: self-perceptions 
will predict the majority of variance in degree of contract-focus reported 
by respondents; that organisational perceptions ýý ill predict the majorit\ of 
variance in perceptions of organisational equity; and that a combination of 
self- and organisational perceptions vv ill predict variance in the expected 
employment time-frame reported by respondents.. 
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The proposed model, originally introduced in Chapter 3, appears in its most basic form in 
Figure 8.5, below. Please note that `individual perceptions' pertain to factors addressed in 
depth in Chapter 7, comprising elements of the work-based self-concept. 'Organisational 
perceptions' pertain to elements of perceived organisational deal delivery explored in Chapter 
6. Hyphenated paths linking predicting factors with terms of the exchange relationship 
indicate a weak-moderate expected relationship between variables (secondary predictor). 
Solid paths indicate a strong expected relationship between variables (primary predictor). 
Figure 8.5: Proposed basic path model, mapping proposed relationships between key 
variables 
PREDETERMINING FACTOR S 
Individual 
perceptions 
[contract-focusj 
Time-frame 
Organisational 
perceptions 
;: 
i 
/ 
/ 
Perceived equity 
EXCHANGERELATIONSHIP 
-10. Primat v- predictor 
8.3.2 Method 
8.3. ?. 1 Sample 
............... º Secondary predictor 
Two samples were used in the current study. The first was drawn from a population of 
NHS 
Trust nurses and included nurses from all grades and across specialties. The sample exhibited 
the following properties: 
" Total sample size = 258 (representing a 26°rä response rate) of which 86% were 
female: 
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0 Age ranged from 16 to 55+ years, with a mode of 30-34 Nears: 
" Organisational tenure ranged from 0.1-24 years. with a mean of 4.8 \ ears and standard 
deviation of 5.4 years. 
The second sample derived from a major cinema chain, comprising all lei els of employees 
from front-of-house cinema employees to Head Office senior management. The sample 
exhibited the following properties: 
" Total sample size= 784 (representing a 25% response rate) of kN hich 54% ý%ere female. 
0 Age ranged from 16 to 55+ years, with a mode of 25-29 years; 
0 Organisational tenure ranged from 0.1-48 years, with a mean of 5.3 v ears and standard 
deviation of 7.5 years. 
8.3.2.2 Measures 
All respondents from all three samples completed a self-administered questionnaire. The first 
section of the questionnaire comprised a biographical section and sought demographic 
information on age, gender, type/level of job, educational level, and organisational tenure. 
The second section of the questionnaire comprised the revised version of the Psychological 
Contract Scale (PCS), originally developed by Millward and Hopkins (1998), which 
comprised 18 items relating to various elements of the perceived exchange relationship 
between employee and employer including: contract-focus; expected time-frame; and 
perceived equity of the employing organisation's behaviour towards its employees. 
The third section of the questionnaire contained the Delivery of the Deal (DOD) scale. 
developed as detailed in Chapter 6, above, which comprised 24 items pertaining to a number 
of areas relevant to employees including: communication; identification/belonging; lo,. alt} 
and commitment; level of experienced pressure; supervisory involvement; opportunities for 
professional development; pay and benefits; job security; provision of feedback and job 
descriptions. 
The fourth section of the questionnaire contained the Work-Based Self-Concept (W BSC) 
scale, developed as detailed in Chapter 7, above, which comprised 18 items relating to 
characteristics of social and personal N%ork-based identities, including: degree of occupational 
identification, level of work ethic; degree of focus on employer as source of remunerati'. e 
benefit, and orientation to\ýards professional advancement. 
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Section 5 of the questionnaire comprised an invitation for respondents to comment on the 
questionnaire or on any area of organisational life addressed, or omitted, bN the questionnaire. 
Internal consistency reliability estimates for each scale used in the current study, for each 
sample, are shown in Table 8.1, below. 
Table 8.1: Internal consistency reliability values estimated using Cronbach's a criterion 
for both samples for all scales used in study (WBSC, DOD and PCS) 
Scale: Dimension Cinema (n=784) Nursing (n=258) 
PCS: Contract-focus a=. 800 u-. 712 
n=777 n=256 
PCS: Equity a=. 712 a=. 707 
n=782 n=256 
PCS: Time-frame a=. 895 a=. 879 
n=778 n=256 
DOD: Communication a=. 798 a=. 7ý9 
n=724 n 227 
DOD: Identification/belonging a=. 838 a=. 824 
n=721 n-22 3 
DOD: Professional development a=. 865 a=. 830 
n=706 n-224 
DOD: Loyalty/commitment a=. 813 a=. 845 
n=699 n--204 
DOD: Pressure a=. 642 a=. 560 
n=747 n=240 
DOD: Supervisory involvement a=. 875 u . 
83 3 
n=755 n=249 
WBSC: Occupational/professional a=. 774 a=. 799 
identification n=779 n=25 
WBSC: Work ethic a=. 700 a=. 
693 
n=765 n=253 
WBSC: Money-focus a=. 702 (-k--. 673 
n=769 n=254 
PCS reliability estimates for each sample reached satisfactory levels for each of the four 
component dimensions, since each exceeded the minimum of .7 suggested 
b,,, for example. 
Kline (1993). DOD scale reliability estimates reached satisfactory levels for all dimensions. 
save for the experienced 'pressure' dimension, which fell below the .7 cut-off 
for both 
samples. Due to the unacceptably low values reported bý this dimension, it NN as suggested that 
it be excluded from subsequent analyses. For the \VBSC scale, reliability estimates failed toi 
reach satisfactory IeN, els for the 'work ethic' dimension and for the 'money-focus' sub-scale 
for the nursing sample. While deletion of some scale items \\ould have increased scale 
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reliability significantly. it was decided that retention of all items would preserve the content 
validity of the scales. However, results ýkhich invoke the to sub-scales self-reported ', %ork- 
ethic' and degree of 'money-focus' (for the nursing sample) should be treated ý, %ith 
appropriate caution. 
8.3.3.3 Procedure 
For each organisational sub-sample, mean values for each PCS, DOD and \VBSC factor stiere 
calculated and t-tests conducted to uncover the degree of difference between samples. 
Following this, path models were constructed using stepwise multiple regression technique,,. 
All factors deriving from the WBSC and DOD scales were regressed onto each of the PCS 
dimensions of interest, including contract-focus, expected time-frame and perceived equity. 
In addition, relevant categorical variables including tenure, age, gender, contract-type and 
educational level were entered into each equation as dummy variables. Stepwise multiple 
regression procedures were used an F entry criterion of . 
05. Finally, to test explicitl\ the 
central tenet of Hypothesis 8, WBSC factors alone were first regressed onto each PCS factor 
for each sample. Following this, DOD factors were also added to each regression equation. 
Again, stepwise multiple regression procedures were used an F entry criterion of . 
05. 
8.3.3 Results 
/ . 
3.3.1 Comparisons between samples 
Mean DOD scale, WBSC scale and PCS values and Standard Deviations for each 
organisational sample are shown in Tables 8.2-8.4, below. These findings are illustrated 
graphically in Figures 8.6-8.8. 
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Table 8.2: Comparison of perceptions of organisational deal delivery (as assessed via the 
DOD scale) across organisational samples 
DOD dimension Nurses (n=258) Cinema workers (n=784) 
Communication M=2.81 %1=3.79 
SD=1.4l) SD=1.57 
Identification/belonging M=2.93 M=3.94 
SD=1.52 SD=1.62 
Development N4=3.82 M=4.18 
SD=1.57 SD= 1.69 
Supervisory support M=3.66 M=4.39 
SD=1.68 SD=1.74 
Loyalty and commitment M=3.09 M=3.97 
SD= 1.45 SD=1.47 
Rewards and benefits M=2.07 M=3.29 
SD=1.50 SD= 1.95 
Job security M=5.19 M=x. 47 
SD=1.81 SD= 1,67 
Feedback M=3.59 M=3.77 
SD=2.01 SD= 1.95 
Job guidance M=4.01 M=4.80 
SD=1.85 SD=1.74 
Figure 8.6: Comparison of perceptions of organisational deal delivery (as assessed via 
the DOD scale) across organisational samples 
Job guidance 
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The results presented in Table 8.2 and illustrated in Figure 8.6, above, suggest that 
organisational perceptions between samples differ markedly in almost all areas. The nursing 
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Figure 8.7: Comparison of reported elements of work-based self-concept (as assessed via 
the WBSC scale) across organisational samples 
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Table 8.3 and Figure 8.7, above, suggest that relatively few differences exist in the work- 
based self-concepts of the nursing and cinema samples. Both samples report above average 
levels of professional (nurses) and occupational (cinema workers) identification, which do not 
differ significantly (t=-. 92, df=397.55, n. s. ). Both samples also report higher than average 
levels of work ethic, with again do not significantly differ (t=1.69, df 409.31, n. s. ). Both 
samples report a lower than average focus on the organisation as a source of remunerative 
benefit (t=-. 59, df=456.58, n. s. ). Finally, nurses report a significantly greater focus on upward 
career progression than do cinema workers (t=-2.23, df=1023, p=. 03). 
Differences in each sample's exchange relationship with the employing organisation (as 
assessed by the PCS) are illustrated in Table 8.4, below. These data are presented in graphical 
form in Figure 8.8. 
Table 8.4: Comparison of exchange relationship terms (as assessed via the PCS) across 
organisational samples 
PCS dimension Nurses (n=258) Cinema workers (n=784) 
Contract-focus M=3.22 M=3.40 
SD=1.01 SD=1.12 
Equity M=3.06 I M=3.91 
SD=1.3 5 SD=1.46 
Time-frame M=3.30 M=3.99 
SD=1.73 SD=1.84 
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Figure 8.8: Comparison of exchange relationship terms (as assessed via the PCS) across 
organisational samples 
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The results presented in Table 8.4 and Figure 8.8, above, suggest that there are significant 
differences between samples in their perceived exchange relationships. Cinema workers were 
found to be significantly more contract-focused (t=2.34, df=1032, p=. 02), perceived 
significantly greater equity on the part of the organisation (t=8.28, df--1037, p-0), and 
expected to remain with their organisation for longer (t=5.46, df 462.27, p-0). Nurses, on the 
other hand, appeared to be less bound by their employment contracts (i. e. they would exceed 
their stipulated job requirements when necessary), yet perceived their employing organisation 
to be less just and equitable in its behaviour towards its employees, as well as envisaging a 
more time-bounded employment relationship with the organisation. 
To uncover the nature of these differences, and the possible factors that may predispose each 
organisational sample to adopt the contract style apparent from the above results, stepwise 
multiple regression analyses were carried out for each sample, for each of the three 
psychological contract elements of interest to the current study. Results from each 
organisational sample, for each PCS dimension of interest, appear below. Please note that 
where a factor derives from the Work-Based Self-Concept scale, it is labelled as a 'WBSC' 
predictor, and where the factor derives from the Delivery of the Deal scale, it is labelled as a 
`DOD' predictor. Collinearity diagnostics revealed no multicollinearity between study 
variables. 
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8.3.3.2 Path model results for nursing sample 
Table 8.5: Best-fit predictors of degree of contract-focus using stepwise regression 
procedures with nursing sample (n=258) 
Predictor Beta value T value P value 
WBSC: Money-focus 
. 
357 4.42 
. 
000 
WBSC: Upward-striving -. 241 -2.99 . 
003 
DOD: Job security -. 188 -2.33 . 
022 
Together these factors predict 21% of the variance in the 'contract-focus' data. From this. it 
appears that sample members who are less bound by the terms of their employment contract, 
and are more willing to `go the extra mile' when necessary, are likely to: 
" Be less focused on work as a source of remunerative benefit; 
" Be more concerned with upward career progression; 
" Perceive the employing organisation as providing a high degree of job security. 
Table 8.6: Best-fit predictors of perceived organisational equity using stepwise 
regression procedures with nursing sample (n=258) 
Predictor Beta value T value P value 
DOD: Communication 
. 
245 2.86 . 
005 
DOD: Loyalty/commitment 
. 
225 2.75 
. 
007 
DOD: Rewards and benefits . 
252 3.58 
. 
000 
DOD: Professional development 
. 
243 3.21 
. 
002 
WBSC: Upward striving . 110 
2.04 . 043 
Together these factors predict 65% of the variance in the perceived -equity' data, and suggest 
that those sample members who perceive the organisation to be behaving equitably towards its 
employees, are likely to: 
" See communication within the organisation as efficient and effective; 
" Perceive both the organisation and its employees to be loyal and committed towards one 
another; 
" Perceive the employing organisation to provide an equitable rewards/benefits package: 
" See the organisation as offering opportunities for professional and personal development-. 
0 Be concerned with their own upward career progression. 
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Table 8.7: Best-fit predictors of expected employment time-frame using stepwise 
regression procedures with nursing sample (n=258) 
Predictor Beta value T value P value 
DOD: Communication . 
343 4.57 . 
000 
Tenure with organisation . 
234 3.16 . 
002 
WBSC: Professional identification . 
285 3.88 . 
000 
Place of training -. 162 0 19 . 
030 
Together these factors predict 43% of the variance in the 'time-frame' data, and suggest that 
those sample members who expect to stay longer .v ith their employing organisation, are Iikelý 
to: 
0 See communication within the organisation as efficient and effective: 
0 Have been with the organisation for longer; 
" Be more closely identified with the nursing profession; 
" Have received training in the UK. 
For the nursing sample, then, it would appear that the perceived effectiveness and efficiency 
of communication within the organisation, and the degree of importance placed on up«ard 
career progression are the two most influential factors in predicting contractual orientation 
towards the organisation. A range of other factors are also reported as impacting on the terms 
of the exchange relationship which develop between nursing employees and the Trust, 
although a distinct pattern emerges regarding the original source of these predictive factors. It 
would seem, as predicted, that self-perceptions are the best predictors of the degree of 
contract-focus reported by each individual, that organisational perceptions are more critical to 
respondents' perceptions of equitable behaviour on the part of the organisation, and that both 
self- and organisational perceptions predict the length of expected employment time-frame 
with the Trust. A number of factors were found to be non-predictive according to the aboý e 
analyses. These included: age: gender; number of years since gaining professional 
qualifications; level of work ethic; degree of organisational identification; perceived pressure 
at mork; provision of feedback; and provision of job guidance. 
These relationships are illustrated graphically in Figure 8.9, shmNn overleaf. Please note that 
predicting factors are grouped, with individual perceptions shown at the top left and 
organisational perceptions at the bottom left of the figure. Beta weights for each predicting 
factor appear alongside each factor label, along with an indication of their significance. 
O\ eral I\ ariance explained by the predicting factors in each element of the exchange 
relationship is indicated by the adjusted r' figure. 
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8.3.3.3 Path model results for cinema sample 
Turning to the cinema sample, the following regression results were obtained. Please note 
that collinearity diagnostics revealed no multicollinearit` between study variables. 
Table 8.8: Best-fit predictors of degree of contract-focus using stepwise regression 
procedures with cinema sample (n=784) 
Predictor Beta value T value P value 
DOD: Professional development -. 174 -3.70 . 000 
WBSC: Money-focus 
. 
289 8.17 
. 
000 
WBSC: Occupational identification -. 222 -5.36 . 000 
Working pattern . 185 5.21 . 
000 
DOD: Pressure 
. 135 3.77 . 
000 
DOD: Identificationibelonging -. 121 -2.49 . 
013 
Together these factors predict 41 % of the variance in the 'contract-focus' data, and suggest 
that those sample members who are less bound by the terms of their employment contract, and 
are more willing to `go the extra mile' when necessary, are likely to: 
" Perceive the organisation as offering opportunities for professional development; 
" Be less focused on work as a source of remunerative benefit; 
" Be more closely identified with their occupation; 
0 Be full-time employees; 
0 Feel that the organisation does not place undue pressure on its employees; 
" Be more closely identified with the organisation. 
Table 8.9: Best-fit predictors of perceived organisational equity using stepwise 
regression procedures with cinema sample (n=784) 
Predictor Beta value T value P value 
DOD: Identification/belonging . 
350 7.60 . 
000 
DOD: Communication . 
107 2.26 . 
024 
Tenure with the company -. 160 -5.78 . 
000 
DOD: Provision of feedback . 105 
2.90 . 
004 
DOD: Loyalty/commitment . 
156 3.58 . 
000 
DOD: Professional development .1 >3 
3.69 . 
000 
Working pattern . 087 
2.99 . 003 
DOD: Job security -. 079 -2.49 . 
013 
DOD: Supervisor' support . 
090 2.15 . 032 
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Together these factors predict 62% of the variance in the perceived 'equit,, ' data, and suggest 
that those sample members who perceive the organisation to be behaving equitahk toýýard; its 
employees, are likely to: 
" Be more closely identified with the organisation- 
" See communication within the organisation as efficient and effective; 
" Have spent less time with the company; 
" See the company as providing sufficient feedback on performance; 
" Perceive both the organisation and its employees to be loyal and committed toN%ards one 
another; 
0 See the organisation as offering opportunities for professional and personal development. 
0 Be full-time employees; 
" See the company as offering long-term job security; 
" See their immediate superiors as supportive and helpful. 
Table 8.10: Best-fit predictors of expected employment time-frame using stepwise 
regression procedures with cinema sample (n=784) 
Predictor Beta value T value P value 
DOD: Identification/belonging 
. 
351 7.23 
. 
000 
Age 
. 
286 8.77 
. 
000 
DOD: Professional development 
. 
159 3.59 
. 
000 
WBSC: Occupational identification 
. 
164 4.21 . 000 
Working pattern -. 114 -3.46 . 001 
DOD: Job security . 
123 3.39 
. 
001 
DOD: Rewards and benefits -. 106 -2.81 . 
005 
WBSC: Upward striving -. 072 -2.22 . 
027 JI 
Together these factors predict 51 % of the variance in the `time-frame' data, and suggest that 
those sample members who expect to stay longer with their employing organisation, are likely 
to: 
" Be more closely identified with their employing organisation; 
0 Be older; 
0 Regard the organisation as offering opportunities for career and personal de%elopment: 
" Be more closely identified with their occupation; 
" Be full-time employees; 
0 Regard the organisation as offering long-term job security: 
0 Regard remunerative benefits as equitable; 
0 Be more focused on upward career development. 
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For the cinema sample. it would appear that close identification ýk ith the organisation and full- 
time contract status are the most critical predictors of employees adopting a relational stN le 
contract with the organisation. Other critical factors appear to be the degree to N%hich 
employees see the organisation as offering medium- to long-term job security, as ýkell as 
perceived opportunities for professional and career development as pro% ided by the 
organisation. To a slightly lesser degree than is evident with the nursing sample, and perhaps 
partly as a result of the greater complexity of the model for the cinema sample, it NkouId seem 
that the source predictors for each element of the exchange relationships remain as predicted. 
Thus, self-perceptions generally represented the most efficient predictors of degree of 
contract-focus (on comparison of relative individual and organisational factor beta Nkeights 
shown in Table 8.8, above). For perceived equity of the organisation's behaviour to«ards its 
employees, organisational perceptions again appeared to best explain variance in the data. 
Finally, variance in the expected employment time-frame was predicted by both self- and 
organisational perceptions. As with the nursing sample, several factors were found to be non- 
predictive including: gender; level of work ethic, and provision of job guidance. These three 
factors were found to be non-predictive across both organisational samples. 
These relationships are illustrated graphically in Figure 8.10, shown overleaf. Please note that 
predicting factors are grouped, with individual perceptions shown at the top left, and 
organisational perceptions at the bottom left, of the figure. Beta weights for each predicting 
factor appear alongside each factor label, along with an indication of their significance. 
Overall variance explained by the predicting factors in each element of the exchange 
relationship is indicated by the adjusted r2 figure. 
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Figure 8.10: Model of the predictors of three elements of the exchange relationship with 
cinema sample (n=784) 
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8.3.3.4 Relative proportion of variance explained by self- and organisational pereption. s 
To explicitly test the central argument of Hypothesis 8, that the source predictors of each 
element of the perceived terms of the exchange relationship assessed via the PCS would be 
common across samples (that is, self- and organisational perceptions «ould predict relati%elN 
similar degrees of variance in the target variables for both samples), regression equations %%ere 
constructed entering only work-based self-concept (WBSC) factors, followed bý both WBSC 
and delivery of the deal (DOD) factors, onto each PCS factor. The relati'. e proportion of 
variance explained by each set of variables is shown in Tables 8.11-8.12. belo"%. for each 
sample. Collinearity diagnostics revealed no multicollinearity between study variables. 
Table 8.11: Proportion of variance in each PCS factor explained by WBSC and 
WBSC/DOD variables combined, for nursing sample (n=258) 
Target PCS factor Proportion of variance explained by entered variables 
WBSC variables only WBSC + DOD variables 
Contract focus 20.9% 21.20o 
Equity 16.6% 64.91, o 
Time-frame 26.0% 42.49o 
Table 8.12: Proportion of variance in each PCS factor explained by WBSC and 
WBSC/DOD variables combined, for cinema sample (n=784) 
Target PCS factor Proportion of variance explained by entered variables 
WBSC variables only WBSC + DOD variables 
Contract focus 40.4% 40.4% 
Equity 25.1% 62.3% 
Time-frame 44.5% 52.2° o 
Tables 8.1 1 and 8.12, above, illustrate that in predicting incidence of contract-bound 
behaviours and attitudes reported by employees, organisational perceptions added little 
predictive value to self-perceptions. Less than I% of additional variance is added b\ 
organisational perceptions across both samples. For perceived equitable behag iour on the part 
of the organisation, organisational perceptions appear far more critical, adding bet,. ýeen 37- 
48% additional variance prediction to self-perceptions, depending on the sample. For the 
time-frame factor, 8-16% of additional variance is explained by organisational perceptions. 
over and above that explained by self-perceptions, depending on the sample. 
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8.3.4 Discussion 
The findings detailed above present supporting evidence for Hypothesis 7. that predictors of 
the terms of the exchange relationship include both self- and organisational perceptions. 
which will vary according to the organisational sample selected. Notable similarities hetýNeen 
samples included the relative importance placed by employees on the organisation as a source 
of remunerative benefit predicting the degree to which those employees ýN ere bound by the 
terms of the employment contract. Perceptions of mutual loyalty and commitment. 
opportunities for professional development and efficiency of communication structures and 
flow, contributed to both samples' perceptions of behavioural equity on the part of the 
organisation. 
However, numerous differences also existed between the samples, as suggested b` Hypothesis 
7 (i. e. that predicting factors would vary by sample as a reflection of the specific issues and 
workplace context experienced by each sample). For the nursing sample, the most crucial 
predictors of contract style appeared to be perceived effectiveness and efficiency of 
communication within the organisation, and the degree of importance placed on upward 
career progression. For the cinema sample, on the other hand, close identification with the 
organisation, full-time contract status, the degree to which the organisation offered job 
security, and perceived opportunities for professional and career development emerged as the 
most critical predictors of the perceived terms of the exchange relationship. 
For the nursing sample, then, communication emerged as a key issue. A number of 
respondents also volunteered information via the invited comments section of the 
questionnaire stating that they were not informed about strategic decisions taken within their 
Trust, that they were not encouraged to participate in work-related decisions, and that they 
knew little about operational activities in other areas of the Trust. Focus on upward career 
progression also appeared to be critical to the perceived terms of the exchange relationship, 
specifically degree of contract-focus and perceived equity on the part of the organisation. 
Informal discussions with the Trust's management revealed that the nursing profession in 
general, as well as the Trust from which the sample «as drawn, place a great deal of emphasis 
on professional development and career management of employees. Paid stud,, /training leave 
and a highly structured and transferable grading system are examples of this focus. From the 
present findings, it appeared that those employees who had 'bought into' this culture. (i. e. 
who reported a marked interest in career progression), ýNere also more likel` to staff with the 
Trust over time and were likely to see the Trust as offering an equitable deal to emplo`ees. 
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For the cinema sample, the existence of a close-knit, team-based, family climate emerged as a 
critical predictor of all areas of the perceived terms of the exchange relationship. This as 
also supported by qualitative comments from emplo}ees, obtained via the questionnaire. that 
their immediate team was crucial to the efficiency and enjoyment of the ý%ork experience. 
The issue was underlined by recent management concerns that the introduction of major neN% 
`multiplex' cinemas and integrated entertainment centres may depersonalise the organisation 
activities and reduce the `team' feeling that existed in many of the company 's smaller. 
provincial cinemas. Working pattern also appeared as a critical predictor of emploN ees' 
orientation towards their employment relationship, with full-time employees engaging in less 
contract-bound behaviours, perceiving the company as more equitable in its treatment of 
employees and expecting a more open-ended employment relationship «ith the compan\. 
This finding highlighted a major divide between groups within the organisation, as emerged 
from informal discussions with management and from qualitative comments provided by the 
employees themselves. Part-time employees were generally regarded by their full-time 
counterparts as less efficient and less committed to the organisation, prone to get a\% a% %ý ith 
the minimum possible work and rarely going the extra mile. Perceived treatment by the 
organisation of part-time and full-time employees also differed, '.. "ith less equitable benefits, 
lower remuneration and less job security all associated with undertaking part-time work for 
the organisation. Together, these factors appeared to have influenced to some significant 
degree the perceived terms of the exchange relationship of part-time workers within this 
sample. 
These findings point to the existence of normative or shared elements of the psychological 
contract, at least in terms of the most significant predictors of contractual orientation for each 
sample. Thus, the significant differences apparent in reported terms of the exchange 
relationship for each sample (with the cinema sample reporting a contract-bound but equitable 
and long-term relationship with their employer, as opposed to the less contract-bound but less 
equitable and shorter-term relationship reported by the nursing sample), were also found to be 
predicted by different factors deriving from both individual predispositions and from 
perceptions of organisational deal deliver. Rousseau (1995) and Rousseau and "i'ijoriýw'ala 
(1996) have hinted at the possible existence of normati\ e contracts but ha\ e not demonstrated 
their reality via empirical techniques (Rousseau and Tijoriwala, 1998). The current stud\ 
goes some way to achieving this by demonstrating distinctive elements of psychological 
contract terms and their predicting factors which differentiate two organisational sample,,. 
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The concept of the normative contract. however, as originall} proposed by Rousseau (1995 ). 
remains contentious. As Sparrow (1998) has noted, the variation in indiý idual psN Cholo`^ical 
contracts within a designated group of employees is likely to exceed the variation bet%%cen this 
group and other designated groups. Thus, he argues, normative contracts form only 
aggregated representations of individual-level phenomena (i. e. psychological contracts). rather 
than being underpinned by true group-level processes. This argument could also appl, to 
group-level concepts such as organisational climate and culture, which have been shoý%n to 
represent an aggregated understanding and representation of organisational meaning (Martin 
and Siehl, 1983; Schein, 1990; Rentsch, 1990). 
Rousseau and Tijoriwala (1998) highlight the difference between `emic' and 'etic' foci 
driving research efforts within the psychological contract research field. Emic approaches. 
they argue, focus on organisation- or group-specific characteristics which represent group 
members' idiosyncratic, individual representations of organisational or kkorkplace reality. 
Etic approaches are defined as attempts to generalise characteristics of individual- and group- 
level psychological contracts across groups and organisations. The current model is able to 
combine these approaches by presenting a core set of characteristics (the factors deriving 
from the Psychological Contract Scale, and necessarily `etic' in its effort to generalise across 
situations), whose content will differ depending on the idiosyncratic self-perceptions and 
experiences of individuals within those situations (as reflected in the differing importance of 
predictors of the exchange relationship across different samples - an `emic' approach). 
Rousseau and Tijoriwala (1998) suggest that the best examples of the emic approach to 
understanding organisations lie in studies of organisational culture, since they argue, cultural 
characteristics "can contribute distinctive and setting-specific content to the psychological 
contract of organizational members. " (p. 682). However, normative elements of ps,, chological 
contracts (as presented in this thesis) can be argued to add value to the concept of culture per 
se in that they are able to reflect not only the meaning of the organisation to its members. but 
can also draw on these perceptions to determine the type and st} le of exchange relationship 
that may exist between employees and their employing organisation. 
Supporting evidence was also found for Hypothesis 8. that self- and organisational 
perceptions would predict proportionately similar degrees of variance in the target factors. 
Hypothesis 8 went on to argue that self-perceptions would predict the majorit\ of variance in 
degree of contract-focus reported b\ respondents; that organisational perceptions «ould 
predict the majority of variance in perceptions of organisational equity. and that a 
combination of individual and organisational factors would predict variance in the expected 
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employment time-frame reported by respondents. As can be seen in Tables 8.11-8.12 in 
Section 8.3.3.4, above, this was generally found to be the case across organisational samples. 
Organisational perceptions (as measured by the DOD scale) could add only a minuscule 
amount of predictive variance to self-perceptions (as assessed via the WBSC scale) in 
predicting employees' degree of contract-focus. On the other hand, DOD factors predicted 
approximately 40-50% additional variance in perceptions of equitable beha\ iour of the 
organisation towards its employees. Finally, a combination of self and organisational 
perceptions appeared to best predict estimated employment time-frame ý. v ith the organisation, 
with organisational factors adding between 10-15% of variance over and above that 
contributed by individual work-based self-concept factors. These findings suggested that 
different elements of the exchange relationship may have a common source %%11ich translates 
across organisations, although many differences may remain in the specific predictive factors 
for each sample. 
In comparing the two organisational samples selected for use within the current stud,,, it 
becomes apparent that a significantly lower proportion of variance in degree of contract-focus 
was explained by the self- and organisational perceptions for the nursing sample than the 
cinema sample (21% for nurses compared with 41% for cinema workers). This patternwas 
not so marked for the `time-frame' or perceived `equity' factors, with the latter reporting a 
negligible difference between samples. The discrepancy between samples as regards degree 
of contract-focus, however, suggests organisational and self-perceptions . sere not as 
predictive of the underlying motivations and attitudes of the nursing sample, as those of the 
cinema sample. However, this aggregated finding may have masked more complex group- 
level differences, as suggested by the following finding. 
On examination of two major operational sub-samples from the nursing sample, employees 
working within the surgery specialty (n=62) and employees working ., ýithin the medicine 
specialty (n=68), it is apparent that the surgery employees' degree of contract-focus is less 
straightforwardly predicted. Surgery employees report that only the money-focus dimension 
is predictive of their propensity to go beyond the restrictions of their employment contract 
(Beta=. 397, t=2.63, p=. 01), predicting a total of 13% of variance in the data. Employees 
ý\ hose specialt\ is medicine, on the other hand, report that their perceptions of the 
organisation as offering an equitable rewards/benefits package (Beta=. 507, t=3.97, p'-0), their 
place of training (Beta=. 344, t=2.81, p=. O 1), perceived level of job security (Beta--. 331, t=- 
2.58, p=. 02) and their gender (Beta=-. 436, t=-3.45. p=. 002) together predict 61% of variance 
in the contract-focus data. 
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Another outstanding issue concerns the relative complexity of the cinema sample model vv ith 
that of the nursing sample. It was felt that these apparent differences in complexity may haNe 
partly been the result of aggregating employees responses across a diverse range of 
operational and occupational groups. This possibility is explored further in Section 8.4, 
below, and highlights the potential problem of the level at kýhich the ps, chological contract is 
best represented, particularly when aggregating responses across groups. This issue as 
noted by Rousseau and Tiroj iwala (1998), in their comment that "the appropriate conceptual 
level for aggregation remains in dispute" (p. 699). 
8.4 STUDY 14 - USING THE MODEL AS A FRAMEWORK FOR HYPOTHESIS TESTING - 
RELATIONSHIP DIFFERENCES ACROSS ORGANISATIONAL GROUPS 
8.4.1 General introduction 
It is apparent from the above findings that the model proposed in this chapter to partly predict 
the perceived terms of the exchange relationship between individual employees and their 
employing organisation, represents a useful framework within which to explore the nature and 
content of the psychological contract at work, an aim advocated by, amongst others, Arnold 
(1996) and Guest (1998b). The model is able to provide an indication of possible factors 
which may predispose individuals and groups to adopt a range of foci with their employing 
organisation, and thus may be used to address research questions (and management issues) 
posed by earlier research efforts. 
The current section attempts to illustrate the model's utility as a framework for addressing 
research issues within the psychological contract field. A contemporary issue within the field, 
as discussed by Rousseau and Tijoriwala (1998), is that of normative or shared contracts. 
While mentioned by Rousseau (1995) and dealt with in passing by Rousseau and TijoriNýala 
(1996), the possibility of common beliefs regarding the exchange relationship, ýNhich defines 
a normative or shared contract, peculiar to a group of individuals, has not `et been 
"statistically demonstrated" (Rousseau and Tijoriwala, 1998: 692). To explore this issue. a 
study of the intra-organisational differences which may exist betNNeen emploNee groups is 
presented beloNN. This study aims to show hov,, despite significant similarities in the 
experience of \Nork within a particular organisation, that the nature and predictors of the 
exchange relationship exhibited by different operational groups ww ithin that organisation can 
differ markedly, ww hich suggests the existence of normative elements of the psychological 
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contract at operational group level within the organisation. As v ill be seen, these differentes 
derive largely from the issues and experiences facing these groups on a daily basis. A 
discussion of the potential implications of the model's abilit` to identif\ differential predictor, 
of employees' exchange relationships with their organisation is also presented. 
8.4.2 Introduction to study 
lt was expected that distinct intra-organisational groups of emploNees \ýould report differing 
predictors of the contractual orientation at work. A series of regression-based path models 
was constructed to explore the possibility of intra-organisational group differences within the 
cinema sample. This sample comprised some very distinct groups of employees. B\ far the 
majority of the workforce comprised cinema 'staff (including front-of-house and supervisory 
cinema employees), but in addition to these employees, the sample included a significant 
number of: managers (including cinema and call-centre, but not central head office, 
management); technicians (projectionists and other technical employees); and call-centre 
agents (employed to take seat bookings within purpose-built call-centres). Qualitative data 
collected across the samples suggested that each group saw itself, and was perceived as being, 
very distinct within an organisation populated in the main by cinema employees and 
supervisors. It was possible that each of these groups may report significantly different 
contractual predictors from one another, reflecting the differences in the exchange relationship 
which prevailed between each group and the employing organisation (see Section 8.4.4, 
Results, for more evidence of this). From interviews with representatives from the Personnel 
department and from qualitative data obtained via the survey, prime characteristics of each 
group appeared to include the following: 
0 Technicians: the oldest and longest-serving sector of the workforce. forming a fairl` 
isolated and close-knit group perceiving itself to have very different needs from the rest of 
the organisation. Once heavily unionised and retaining man` of these core values, this 
group had been threatened by recent changes in technology ý0ich may ultimately result in 
the redundancy of their profession. A unanimous call for extra training to keep up NN ith 
these technological changes had stimulated the construction of a custom-built training 
facility, opened within the last few months. Technicians \ýere also knoýýn to regard the 
organisation's communication structures to be poor and ineffective at times, a problem 
Ntihich as particularl\ marked for them due to the relative isolation of their \tiork. 
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" Call-centre agents/supervisors: the youngest and shortest-serving sector of the %korkforce. 
working within custom-built facilities separate from the cinemas themselves. Compared 
against call-centre industry norms, this employee group reported a loýý turnover of 
employees, low absence/lateness rates and appears relatively committed to the employ ing 
organisation. Recent issues pertained to the role of the supervisor) employees in the call- 
centres and the degree to which they support, rather than place excessive pressure on. the 
call centre agents. 
0 Cinema/Call-centre management: as with technicians, many of the cinema manager 
retained heavily unionised attitudes and values. Whilst tenure varied considerabl>. many 
of the older managers have worked for the company for over 20 years, 'N ith a mean tenure 
approaching 10 years. As with most managerial representatives of an organisation, this 
group reported a positive picture of the organisation, although particular issues in recent 
times included calls for more management training (from employees and managers), and 
concerns that the close-knit feel of local cinema is being overtaken by the introduction of 
`multiplex' facilities as the company attempts to consolidate its market share. 
8.4.3 Method 
8.4.3.1 Sample 
Three samples were used in the current study, as described in Section 8.4.2, immediately 
above. These intra-organisational samples reported the following descriptive characteristics: 
" Technicians: 
" Total sample size = 62, of which 5% were female: 
0 Age ranged from 16 to 55+ years, with a mode of 35-39 years; 
0 100% were in full-time employment, with organisational tenure ranging: from 1-48 
years, with a mean of 11.7 years and standard deviation of 12.7 years. 
" Call-centre agents/supervisors: 
" Total sample size = 46, of which 75% were female, 
0 Age ranged from 16 to 55+ years, ýN ith a mode of 25-29 years; 
" 59% Nticre in full-time employment, with organisational tenure ranging from 0-18 
ears, with a mean of 2.5 years and standard deN Tation of 3. ' years. 
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0 Cinema/call-centre management: 
" Total sample size = 116, of which 45% were female; 
0 Age ranged from 16 to 55+ years, kti ith a mode of 30-34 ý ears; 
" 94% were in full-time employment. ýý ith organisational tenure ranging from 0--i , 
years, with a mean of 8.8 years and standard deviation of 8.8 years. 
8.4.3.2 Measures 
All respondents from all three samples completed a self-administered questionnaire. The first 
section of the questionnaire comprised a biographical section and sought demographic 
information on age, gender, type/level of job, educational level, and organisational tenure. the 
second section of the questionnaire contained a revised version of the Psychological Contract 
Scale (PCS), originally developed by Millward and Hopkins (1998), which comprised 18 
items relating to various elements of the perceived exchange relationship between employee 
and employer including: contract-focus; expected time-frame; and perceived equit), of the 
employing organisation's behaviour towards its employees. 
The third section of the questionnaire contained the Delivery of the Deal (DOD) scale, 
developed as detailed in Chapter 6, above and comprised 24 items pertaining to a number of 
areas relevant to employees including: communication; identification/belonging; loyalty and 
commitment; level of experienced pressure; supervisory involvement, opportunities for 
professional development; pay and benefits; job security; provision of feedback and job 
descriptions. 
The fourth section of the questionnaire contained the Work-Based Self-Concept (WBSC) 
scale, developed as detailed in Chapter 7, above, comprising 18 items relating to 
characteristics of social and personal work-based identities, including: degree of occupational 
identification; level of work ethic; degree of focus on employer as source of remunerati,. e 
benefit; and orientation towards professional advancement. 
Section 5 of the questionnaire contained a series of questions of specific relevance to the studs 
organisation but not reported here. The final section of the questionnaire invited respondents 
to make any comments they \N ished regarding the questionnaire itself, or on anN element of 
their workplace covered k, or excluded from, the questionnaire. 
Internal consistency reliabilit\ estimates for each scale used in the current study, for each 
sample, are shomn in Table 8.13. belo\\. 
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Table 8.13: Internal consistency reliability values estimated using Cronbach's 
a criterion for both samples for all scales used in study (WBSC, DOD and PCS) 
Scale: Dimension Management Call-centre Technicians 
(n=116) employees (n=46) (n=62) 
PCS: Contract-focus a=. 791 a=. 712 a= . 
816 
n =116 n=46 n =60 
PCS: Equity a =. 799 a=. 761 a=. 739 
n =116 n=46 n =62 
PCS: Time-frame a =. 908 a=. 881 a= . 
87 33 
n =115 n=46 n =61 
DOD: Communication a= . 753 a=. 734 a= . 772 
n =111 n=41 n =60 
DOD: a= . 
818 a=. 864 a= . 
840 
Identification/belonging n =1 12 n=42 n =59 
DOD: Professional a= . 
848 a=. 849 a= . 
860 
development n =1 12 n=43 n =57 
DOD: Loyalty/commitment a= . 786 a=. 714 a= . 
778 
n =108 n=42 n =59 
DOD: Pressure a= . 588 a=. 664 a= . 
623 
n =112 n=43 n =61 
DOD: Supervisory a= . 
833 a=. 898 a= . 
900 
involvement n = 114 n=46 n =58 
WBSC: Occupational a= . 
792 a=. 744 a= . 806 identification n =1 15 n=46 n =60 
WBSC: Work ethic a= . 704 a=. 
800 a= . 
712 
n =112 n=46 n =61 
WBSC: Money-focus a= . 708 a=. 
698 a= . 752 
n =112 n=46 n =62 
PCS reliability estimates for each sample reached satisfactory levels for each of the four 
component dimensions, since each exceeded the minimum of .7 suggested 
by, for example. 
Kline (1993). DOD scale reliability estimates reached satisfactory levels for all dimensions. 
save for the experienced `pressure' dimension, the value of which failed to reach acceptable 
levels in the cases of all three samples. As a result, this dimension was excluded from 
subsequent analyses. For the WBSC scale, all reliability estimates attained satisfactory lei cis 
save for the 'money-focus' dimension for the call-centre sample. However, the proximity of 
this reliability estimate to .7 suggested 
its probably robustness and thus warranted its 
continued inclusion in subsequent analyses, with the caveat that analyses including this 
dimension for this sample should be treated with a little caution. 
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8.4.3.3 Procedure 
For each organisational sub-sample. mean values for each DOD scale. V1'BSC scale and PCS 
factor were obtained and t-tests conducted to uncover the degree of difference bemeen 
samples. Qualitative data obtained from the final section of the survey %%ere content anale sed 
for thematic patterns, cross-referenced by the various intra-organisational group memberships 
reported by respondents. Specifically, themes and issues relevant to each of the studs ',, three 
principal groups of interest were extracted from the data, including both common inter-group 
and group-specific themes. Following this, path models were constructed using multiple 
regression techniques - all factors deriving from the WBSC and DOD scales N%ere regressed 
onto each of the PCS dimensions of interest, including contract-focus, expected time-frame 
and perceived equity. In addition, relevant categorical variables including tenure, age, gender, 
contract-type and educational level were entered into each equation as dummy v ariables. 
Stepwise multiple regression procedures were used an F entry criterion of . 
05. 
8.4.4 Results 
Mean DOD scale, WBSC scale and PCS values and Standard Deviations for each 
organisational sample are shown in Tables 8.14-8.16, below. Significant differences 
(calculated via independent samples t-tests) between samples means are also noted. These 
data are also presented in graphical form immediately below, in Figure 8.11. 
Table 8.14: Comparison of perceptions of organisational deal delivery (as assessed via 
the DOD scale) across organisational sub-samples 
DOD dimension Management Call-centre Technicians 
(n=116) employees (n=46) (n=62) 
Communication M=4.08, SD=1.22 M=4.16, SD=1.51 M=3.47, SD= I. 54 
Significantly lower than 
both samples 
Identificationibelonging M=4.07, SD=1.44 M=4.06, SD=1.71 M=3.95, SD=1.56 
Development M=4.98, SD=1.44 W4.53, SD=1.53 M=4.55, SD=1.71 
Supervisory support M=-1.74, SD=1.48 M=5.22, SD=1.66 M=3.71, SD= 1.75 
Significantly lower than 
both samples 
Loyalty and commitment M=3.90, SD=1.29 M=4.18, SD=1.30 M=4.11, SD=1.36 
Rewards and benefits M=2.93, SD=1.70 M=2.98, SD=1.84 M=3.38, SD==1.99 
Job security M=5.52, SD=1.57 M=5.72, SD=1.71 M -5.98,1-, D=1.21 
Significanth" lower than 
technicians 
Feedback M=4.06, SD=1.77 M=4.86, SD=1.98 \1 3.45, SD=1.95 
Significantly higher Significanth" higher 
than technicians than both samples 
Job , uidance M=1.97, SD= 1.40 M=5.24, SD=1.72 \1 4.89, SD= I. 67 
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Figure 8.11: Comparison of perceptions of organisational deal deliverv (as assessed via 
the DOD scale) across organisational sub-samples 
Job guidance 
Feedback 
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The results presented in Table 8.14 and Figure 8.11, above, suggest that sub-sample members' 
organisational perceptions differ markedly in a range of areas. Firstly, technicians perceived 
the organisation's ability to communicate effectively and efficiently as significantly lower 
than either of the other samples. Whilst no significant difference existed between 
management and call-centre samples, the technician sample reported supervisory support to be 
significantly lower than either of the other samples. Management reported significantly lower 
job security than the technician sample. Feedback on performance at work was reportedly 
most frequent for call-centre employees followed in turn by management and technicians. 
In summarising the critical elements of each sample's organisational perception profile, it can 
be seen that management perceive job security to be lower than that of technicians. Call- 
centre employees report the highest levels of communication efficiency, supervisory support 
and feedback on performance at work. Technicians report the poorest levels of 
communication efficiency, of supervisory support and of feedback on work, but the highest 
levels of job security. 
As far as differences in each sample's work-based self-concepts were concerned, Table 8.15, 
below, presents means and standard deviations for all factors assessed by the WBSC scale. 
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Significant differences (calculated via independent samples t-tests) between samples means 
are also noted. These data are presented in graphical form immediately below, in Figure 8.12. 
Table 8.15: Comparison of reported elements of work-based self-concept (as assessed via 
the WBSC scale) across organisational samples 
DOD dimension Management Call-centre i Technicians 
(n=116) employees (n=46) (n=62) 
Occupational identification M=5.36, SD=. 99 M=4.80, SD=1.19 M=5.63, SD= 1.08 
SignifIcanth" lower 
than both samples 
Work ethic M=6.28, SD=. 72 M=6.05, SD=. 99 M=6.43, SD=. 69 
Signi/icantl higher 
than call-centre 
Money-focus M=2.88, SD=1.15 M=3.97, SD=1.3 5 M=3.32, SD=1.39 
Significantly lower Signi/icanth, lower 
than both samples than call-centre 
Upward striving M=6.25, SD=1.07 M=. ';. 80, SD=1.31 M=6.15. SD=1.2O 
Significantly higher 
than call-centre 
Figure 8.12: Comparison of reported elements of work-based self-concept (as assessed 
via the WBSC scale) across organisational samples 
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Table 8.15 and Figure 8.12, above, suggest that some significant differences exist in the work- 
based self-concepts of the three samples. The call-centre sample reports a significantly lower 
degree of occupational identification than either of the other samples. Whilst the management 
and call-centre samples report no significant differences in their reported level of work ethic, 
the technician sample reports a significantly higher degree of work ethic than the call-centre 
sample. The call-centre group reports the highest level of money-focus, with technicians also 
reporting a significantly higher degree of money-focus than the management sample. Finally, 
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Figure 8.13: Comparison of exchange relationship terms across organisational sub- 
samples 
Time-frame 
Equity 
Contract-focus 
E Managenint Q Call-centre   Technicians 
Results presented in Table 8.16 and Figure 8.13, above, reveal very different contract terms 
for each organisational sub-sample. The management sample reports a low contract-focus, 
and a relatively high employment time-frame, with a slightly depressed perception of 
organisational equity. Call-centre employees are the most contract-bound and report the most 
time-restricted tenure expectations, but report the highest perceptions of equity across the 
samples. Finally, technicians are relatively loosely-bound by their employment contracts, and 
report an extended employment time-frame with the company, yet as with management, report 
a slightly depressed perception of organisational equity and justice. 
Summary path modelling results for each organisational sub-sample are shown in Table 8.17, 
below. This table illustrates the significant predictors of each element of the psychological 
contract addressed by the Psychological Contract Scale, for each sub-sample. Detailed results 
and analysis follow this table. Please note that collinearity diagnostics revealed no 
multicollinearity between study variables. 
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Table 8.17: Summary regression results for cinema company sub-samples showing best- 
fit predictors of each factor quantified by the Psychological Contract Scale 
PCS dimension Technicians (n=62) Call-centre employees Management (n=116) 
(n=46) 
Contract-focus DOD: WBSC: money-focus WBSC: money-focus 
identification/belonging WBSC: occupational DOD: 
Age identification identification belonging 
Equity DOD: professional WBSC: occupational DOD: 
development identification identification belonging 
DOD: communication DOD: supervisory DOD: lo\ alt\ and 
DOD: remunerative support commitment 
reward 
Time-frame DOD: DOD: DOD: 
identification/belonging identification/belonging identification'belong ing 
WBSC: work ethic DOD: Age 
loyalty/commitment WBSC: upward striving 
Gender WBSC: occupational 
identification 
DOD: 
loyalty/commitment 
Taking each factor addressed by the Psychological Contract Scale in turn, the best predictors 
of the degree of contract-focus adopted by technicians were degree of organisational 
identification/belonging (Beta = -. 461, t= -3.75, p=. 001), and age (Beta = . 
355, t=2.89, 
p=. 006), together explaining 38% of variance in the data. In other words, those technicians 
who were more identified with the organisation and who were younger, were less likely to be 
`contract-bound' in their behaviours and attitudes towards the company. These predictors 
differed markedly from the call-centre sample, where money-focus (Beta = . 514, t=4.09, 
p-0) and degree of occupational identification (Beta = -. 440, t= -3.49, p=. 002), together 
explaining 51 % of variance in the data, were found to be the best predictors of degree of 
contract-focus. Thus, those employees who were less reliant on the organisation as a sourcc 
of remunerative benefit and who were more identified with their occupation were less likely to 
be restricted in behaviour by the terms of their employment contract. Similarly, management 
reported money-focus (Beta = . 
351, t=3.85, p-0) and degree of organisational 
belonging/identification (Beta = -. 324, t= -3.56, p=. 001), together explaining 27% of variance 
in the data, as the best predictors of contract-bound behaviours, ýN ith less money-focused and 
more organisationally-identified employees more likely to go be,, ond the stipulated terms of 
their employment contracts. 
As regards perceptions of equitable behau iour on the part of the organisation, the technician 
sample reported organisational opportunities for professional development (Beta = . 
45 1. t= 
3.75, p=. 001), efficiency of organisational communication (Beta = . 
311, t=2.52, p=. 02) and 
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available remuneration/benefits package (Beta = . 
21 1, t=2.05. p=. 05), together explaining 
64% of variance in the data, as those factors which best predicted perceived equit\ on the part 
of the organisation. The call-centre sample. ho«ever. reported degree of occupational 
identification (Beta = . 
657, t=5.56, p-0) and perceived level of superv isorv support at N%ork 
(Beta = . 
285, t=2.41, p=. 02), together explaining 62% of variance in the data, as the best-fit 
predictors of perceived organisational equity. Finall`, the management sample reported IeNel 
of organisational identification/belonging (Beta = . 
536, t=6.01, p-0) and perceived degree of 
mutual loyalty and commitment (Beta = . 
278, t=3.12, p=. 002), together accounting for 54% 
of variance in the data, as the most important predictors of perceived organisational equity. 
Expected time-frame for each sub-group was found to be best predicted by degree of 
organisational identification reported by employees. For the technician sample, organisational 
identification/belonging (Beta = . 480, t= . 
3.73, p=. 001) was combined with level of «ork 
ethic (Beta = . 
278, t=2.16, p=. 036), together predicting 27% of variance in the data, to best 
predict the expected length of employment relationship. Thus, those technicians Ný ho were 
more closely identified, felt more a part of the organisation, and displayed a higher work ethic, 
were more likely to stay with the company over time. For the call-centre sample, 
organisational identification/belonging (Beta = . 
383, t=2.67, p=. 012) combined v" ith 
perceived loyalty and commitment (Beta = . 
42 1, t=2.97, p=. 006) and gender (Beta = . 
283, t= 
2.22, p=. 035), together predicting 53% of variance in the time-frame data, were more likely to 
predict an extended employment relationship with the organisation. Thus, female employees 
who were more closely identified with the organisation and perceived a greater degree of 
mutual loyalty and commitment from both employees and the organisation, were more likely 
to report a time-extended relationship with the company. Finally, the management sample 
reported that a combination of organisational identification/belonging (Beta = . 
480, t=4.88, 
p-0), age (Beta = . 
28 1, t=3.65, p-0). focus on upward career progression (Beta = -. 232. t=- 
3.28, p=. 001), degree of occupational identification (Beta = . 190, t=2.21, p=. 
03) and 
perceived mutual loyalty and commitment (Beta = . 
189, t=2.17, p=. 03), together predicting 
59% of variance in the data, were the crucial factors in predicting maintained tenure with the 
company. Thus, managers who were more closely identified ww ith both their employ ing 
organisation and their occupation, who were older. NN ith less concern for upward career 
progression and who believed that a climate of mutual loyalty and commitment prevailed 
Nk ithin the company were more likely to stay over time. 
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8.4.5 Discussion 
Linking these findings back to the properties of the sub-samples described abox e. and the 
organisational issues of relevance to these samples, it can be seen that the technician sample 
reported availability of training and development opportunities as critical to perceptions of 
equity on the part of the organisation. This is consistent ýN ith recent concerns expressed b\ 
this sample regarding the introduction of new technology and the lack of suitable training for 
technical employees. The importance of the 'work ethic' in predicting continued tenure ,% ith 
the organisation may point to the sample's roots in a unionised environment, \i here fair work 
for a fair wage was a cornerstone value. 
For the call-centre sample, the finding that perceived degree of super,, isorv support NN as 
integral to employees' perceptions of equitable behaviour on the part of the organisation, links 
back to current concerns about the role of the supervisory employees NN ithin the cal I-centre. 
Finally, for the management sample, the issue of an eroding sense of `belonging' to and 
identification with the organisation, partly resulting from the introduction of major ne« 
multiplex cinemas and entertainment centres, appears to have influenced all areas of their 
reported exchange relationships. Those managers who retain that sense of belonging and 
identification and who feel that the organisation has managed to retain a team-based family 
feel are the ones who report less contract-bound behaviours, a greater sense of equity on the 
part of the organisation and an extended expected employment relationship' ith the company . 
These findings have a range of implications. Firstly, they suggest the potential utility of 
conceptualising the notion of 'psychological contract' in terms of its content and predicting 
factors. It appears from the above analyses that each specific element of the exchange 
relationship tapped into by the Psychological Contract Scale reports differential predictors. It 
could be argued, then, that this reflects differences in the content of each element and in the 
relative importance of self- and organisational perceptions in forming and maintaining each 
element of the employment relationship. 
Secondl}, it can be seen that current issues for employee groups will impact on the perceived 
terms of the exchange relationship with the employ ing organisation. For each group 
described above, the most overriding element of concern in the \t orkplace appeared to 
permeate into the contractual orientation adopted by emplo,, ees. For technicians, the issue of 
training affected their perceptions of organisational equity. For call-centre employees. 
concerns oN er the role of supervisors had the same effect. For managers. \k orries ox er small- 
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town, 'family' cinemas being superseded by impersonal multiplex entertainment centres. 
appeared to influence all areas of their psychological contract «ith the organisation. These 
findings lend further support to the notion that the ps\chological contract is dynamic' in 
nature, constantly changing and shifting to reflect the perceived realit\ of life within the 
employing organisation at any given time (Herriot and Pemberton, 1996a: Rousseau. 1995). 
Thirdly, pragmatic implications of the above findings lie in the identification of differences in 
the contract terms of employee groups, and in particular, potential problem areas (such as the 
management and technician samples' reportedly depressed perceptions of organisational 
equity). If these areas can be identified, potentially dysfunctional elements of the exchange 
relationship may be addressed by management. In the case of these two groups. different 
factors may have precipitated these perceptions, and by examining their predictor. ti. it may be 
possible to uncover the source of the problem. As discussed above, improved training 
provision for technicians and improved communication and discussion regarding the future of 
the company (particularly as regards the fate of smaller, provincial cinemas and the potential 
effect on the `family' feel of the organisation) for management, may improve perceptions of 
equity and justice amongst employees groups. 
8.5 CONCLUSIONS FROM CHAPTER 8 
This chapter began by considering existing models which have at their core the psychological 
contract concept, but which vary markedly in terms of focus. Some (e. g. Rousseau, 1995) 
attempt to categorically describe a range of contract 'types' in an effort to bring clarity to a 
complex field. Others address the `process' (e. g. Herriot and Pemberton, 1996a; 1997; 
Rousseau, 1995) of contracting or contractual development, with still more attempting to 
identify the critical predictors (e. g. Sparrow. 1996a) and consequences (e. g. Guest, 1998b) of 
individuals holding particular styles of contract with their employing organisation. All of 
these models, as descriptors and explicators of the exchange relationship between individual 
and employer, have some value and merit, although most have yet to be rigorousl} assessed 
via empirical research. 
Measurement of the psychological contract also remains an area of contention and confusion 
\w ithin the research field (Rousseau and Tijoriwala, 1998), \\ ith a range of approaches 
presented in the literature variously attempting to: 
" Uncover the role of promissory- as opposed to expectation-based agreements (e. g. 
W'anous et at. 1992, Robinson, Kraatz and Rousseau, 1994); 
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" Identify the generalisable and critical factors ýkhich make up the content of individuals' 
psychological contracts (e. g. Guest and Conway. 1997; Herriot, Manning, and Kidd, 1997; 
MiIlward and Brewerton, in preparation, b); 
0 Explore the potential role of the psychological contract in predicting attitudinal and 
behavioural outcomes at work (e. g. Guest and Conway, 1997: Guzzo, Noonan and Elron. 
1994); 
0 Define the appropriate level of analysis for investigation of the concept. e. g. term-focused 
(e. g. Rousseau, 1990b; Robinson and Wolfe Morrison, 1997), composite-term focused 
and interactive (e. g. Barksdale and McFarlane Shore, in press; Millward and Hopkins, 
1998), and nominal (Rousseau and McLean Parks, 1993; Rousseau, 1995), according to 
Rousseau and Tijoriwala's (1998) definitions. 
The model presented in this chapter is based on the premise that both self- and organisational 
perceptions will necessarily impact on the exchange relationship that exists betxNeen an 
employee and their employer. That is to say, the process of contractual development and of 
psychological contracting does not take place within a social vacuum, but instead is heavil) 
contextualised by the specific location of the employee and by the individual drivers and 
motivators peculiar to that employee. In addition, it is argued that the terms of the contract 
itself are by their nature dynamic, interactive, and open to constant reassessment and 
amendment particularly during periods of organisational or individual change, depending on 
the perceived behaviour of the organisation, and on the self-concept of the individual. The 
current model presents the psychological contract from an employee-only, individual 
perspective, but with the potential for exploration of normative or shared elements of the 
psychological contracts at organisational level, through aggregation of composite perceptions 
in a range of areas. This is achieved by use of psychometric, survey-based techniques which 
allow for the combination and comparison of self-reports across individuals and groups, 
contextualised by qualitative data collected from each individual regarding the particular 
issues and circumstances which they experience on a daily basis at work. 
Through application of path modelling techniques, the model is able to predict a significant 
proportion of each element of the exchange relationship for any sample selected for 
inNestigation. Self-perceptions deriN ing from employees' ýýork-based self-concepts appear to 
most efficiently predict their propensity to obser e or exceed the terms of their employment 
contracts. Organisational perceptions deriving from assessments of the relatiNe degree to 
\Oich employees perceive their employer to ha\ e 'delivered' on the expected employ meat 
deal appear to best predict employees' judgements on the relati\e le\el of equity demonstrated 
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by their employing organisation in terms of its behaviour toý, Nards the ýýorkin`g population. 
Both individual self-concept and organisational perceptions appear to contribute significantly 
to the expected length of employment relationship reported b" employees. Hoýkever. certain 
predictors appear to remain sample-specific, which it is argued reflect in part the group- and 
organisational-level issues which define each sample. 
Across organisational and sub-group samples, the proposed model has shoN% 11 that employees' 
varying experience of work (both in terms of their individual predispositions towards %Nork, 
and their varying perceptions of their organisation's capacity to de lIN er on the employment 
deal) will impact on the terms of the exchange relationship that the\ report Nti ith their 
organisation. The potential theoretical and practical implications of the model presented here 
are several and will be discussed in more detail in Chapter 9, below, along ww ith shortcomings 
and limitations of the current work, and proposed future research efforts. 
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CHAPTER 9 
LOOKING TO THE FUTURE - IMPLICATIONS, 
IMPROVEMENTS AND FURTHER RESEARCH 
9.1 INTRODUCTION - THEORETICAL AND PRACTICAL IMPLICATION'S 
The model presented in Chapter 8 of the thesis offers a framework within N%hich to explore the 
psychological contract. It proposes that specific, quantifiable factors originating from self- 
and organisational perceptions have an impact on the perceived terms of exchange 
relationship between employee and employer. The model has both theoretical and practical 
value and is of relevance to academics and practitioners alike. It is also able to add value to 
existing conceptualisations in that it: 
" Is a priori, with a clear epistemological basis, and theoretical underpinnings; 
" Is operationalisable, with clear empirical and practical implications (the model is based on 
a path modelling approach and draws on proven psychometric instruments); 
" Derives from a critique of existing approaches ranging from the work of Barnard (1938) 
right up to research of the late 1990s; 
0 Distinguishes the psychological contract from other workplace constructs. including 
organisational commitment and job involvement, as illustrated in Chapter 5 of the thesis; 
" Moves away from obligation terms per se (which are temporally- and context-specific) 
towards a representation of the stance of the individual in his/her relationship with the 
organisation (a generalisable framework for investigation); 
" Focuses exclusively on the individual-level processes and outcomes involved in the 
development of psychological contracts and the perceived exchange relationship between 
employee and employer, as per Rousseau's (1995) mental model approach and Guest and 
Conway's (1997) path modelling approach. 
The central focus of the model is based on an established conceptualisation of the 
psychological contract concept (MacNeil, 1985; Rousseau, 1990b, 1995; and Rousseau and 
McLean Parks, 1993), as drmNn on by Millward and Hopkins (1998) in their initial 
development of the Psychological Contract Scale (PCS). Chapter 5 extended the \\ork of 
Millard and Hopkins (1998). using the PCS to demonstrate general isabi I it', of the perceived 
terns of exchange. This model identified a range of factors consistent with those originally 
proposed by Rousseau (1995) and Rousseau and McLean Parks (1993), including most 
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notably: focus [from calculative/financial (transactional) to non-financial (relational)]: and 
time-frame (from closed- to open-ended); as well as, to some lesser degree. formalisation 
(from written/well-specified to written/unwritten) and tangibility (from 
unambiguous/observable to subjective/implicitly understood). In addition, the dimension of 
perceived equity or fairness emerged in model development, as recommended h'.. for 
example, Herriot and Pemberton (1995; 1996a. 1997). As argued by McLean Parks. Kidder 
and Gallagher (1998), such a model may be used to demonstrate that the characteristics of 
psychological contracts may be common and transferable across samples. Such 
operationalisations of the psychological contract concept are crucial to its continued 
exploration in that they provide a generalisable frameý, ýork within which to stud\ group- and 
individual-level differences, and may also allow the nature of contracting, (in terms of the 
psychological process of contract development) to be more closely examined. 
Research with the PCS suggests that the relational-transactional distinction may oversimplify 
what is a complex psychological phenomenon, as suggested by Coyle-Shapiro and Kessler 
(1998): "as anchors on a contractual continuum, the transactional and relational distinction 
may oversimplify the content of the psychological contract". As noted by these researchers 
and, amongst others, Arnold (1996), it is possible that psychological contracts for a significant 
number of employees may concurrently contain transactional and relational elements that may 
not be mutually exclusive, as suggested by Rousseau's (1995) bipolar conceptualisation. The 
findings presented in Chapter 5 suggested the viability of so-called 'hybrid' contracts as 
described by Wade-Benzoni and Rousseau (1997) and Rousseau and Tijoriwala (1998), as 
well as by McLean Parks et al (1998) in that different elements of the psychological contract 
were found to be independent from each other, allowing individual employees to maintain 
both `relational' and `transactional' elements within the same contractual framework at the 
same time. Thus, within the context of the current model, an employee may simultaneousl" 
present, for example, a low contract-focus (relational), a moderate time-frame (ambivalent) 
with low perceptions of equity (transactional) and expectations for professional development 
(transactional). Such hybrid representations of the exchange relationship contradict original 
propositions that the psychological contract is either relational or transactional in nature, and 
raises the likelihood that it is in the dynamic interaction of different elements of the exchange 
relationship that the perceived meaning of the psychological contract is to be found. 
lt is important to note, however, that the notion of latent and manifest constructs is pertinent 
here. An individual may report a psychological contract incorporating an extended time- 
frame, a willingness to go beyond stipulated contract terms and a perception of equit\ in the 
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behaviour of his/her employer. These characteristics typify the manifest level of the 
psychological contract for this individual. At the same time, and underpinning this 
manifestation of the contract at a less accessible level, the indiý idual may simultaneously he 
reporting a high relational and low transactional orientation tov ards the emplo} er. It may . 
then, be worth considering the notion of `relational' and 'transactional' orientations as latent 
constructs, underlying the surface characteristics or features of an individual's psychological 
contract. In this way, manifest characteristics could be combined in an number of ý%, aý sý et 
could be argued to be consistently underpinned by the degree to %ýhich an individual is 
overarchingly oriented towards the employer in both transactional and relational terms. 
Numerous researchers have presented theoretical models describing possible factors \0 hich 
may feed into the development of psychological contracts between employees and employers. 
Common to each of these models are the notions of individual predisposing factors and 
organisational perceptions. Rousseau (1995), in her operationalisation of the psychological 
contract as a `mental model', alluded to the importance of individual and organisational 
perceptions in the encoding-decoding process which she argued led to the formation of a 
contract with an employer. Similarly, Guest and Conway (1997) and Guest (1998b) described 
a model in which biographical descriptors and degree of experience (individual factors), 
perceptions of organisational climate and human resource management practices 
(organisational factors) were together found to precipitate the terms on vhich the exchange 
relationship was based. Whilst other researchers (e. g. Herriot and Pemberton, 1996a, 1997: 
Sparrow, 1996a) have also considered individual and organisational factors, they have taken 
the notion of the psychological contract outside the head of the employee, focusing instead on 
social and implied elements of objective, explicit contracts, rather than on psychological 
contracts per se (as discussed by Guest, 1998b). 
The principles of the model presented in Chapter 8 are consistent «ith the conceptualisations 
of the psychological contract forwarded by Rousseau (1995) and Guest (1998b). The model 
holds that individual perceptions and interpretations of both self-relevant factors and the 
behaviour of the organisation %N ill impact on the perceived terms of the exchange relationship 
between employee and employer. To some extent, the current model is able to provide an 
extended framework which goes beyond the characteristics of indiN idual and group leNel 
psychological contracts (e. g. contract-focus, time-frame. etc. ) and is able to include possible 
elements NN hich may make up the content of that contract (i. e. those tactors %%hich predict the 
particular terms of the contract for an indiN idual or group, e. g. job securit\, re%%ards, pre»ure). 
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This is achieved by identifying the vvaýs in which the exchange relationship is percei%ed bý 
the individual and the group, and the relative premium placed on different elements of the 
exchange relationship (e. g. job security. equitable rewards. opportunities for adk ancement). 
This framework for exploration is able to reflect the indiý idual and organisational issues and 
reality faced by employees on a daily basis, which ultimately lead to differing predictors of 
the contract depending on the individual (and group) concerned. if job security and a feeling 
of oneness and belonging with the organisation are those elements of deal deliNer %khich are 
valued most highly by employees, then it is these factors which are most likely to impact on 
the terms of the exchange relationship developed with the organisation. If johl are cut and the 
organisation takes on an instrumental, contractual stance with its employees, particularly if 
this is radically different from employees' past experience of the company, it is likely that 
employees will react by altering the terms of their psychological contracts ýt ith the 
organisation. Perhaps they will withdraw investment, emotional involvement and long-term 
job expectations, replacing these with contract-bound behaviours and attitudes, v, ith clear 
implications for their work performance. 
The above example feeds into another element touched on by the ps} chological contract 
literature but which has yet to be explored in any empirical sense: the issue of normative 
elements of the psychological contract. As noted by Rousseau and Tijoriwala (1998), the 
most appropriate level of analysis at which to conceptualise psychological contracts is a stick,, 
and complex issue. Indeed, Rousseau herself (1995) posits the existence of four distinct 
levels of contract: psychological (cognitive-perceptual and individual-level); social (reflecting 
national/cultural norms and values); implicit (a contract as perceived by others outside the 
exchange relationship); and normative (elements of an exchange relationship which are shared 
by more than one individual). It can be argued that, in addition to its capacit\ to conceptualise 
the content and characteristics of the individual-lex el psychological contract, the current 
model presents a useful framework vv ithin which to address the latter of these contract types, 
at least in terms of shared elements or aspects of psychological contracts across groups of 
employees at the aggregated level. Moreover, the current model extends Rousseau's (1995) 
conceptualisation in that it is able to afford explanatory potential to the notion of normative 
contracts. This is achieved through its identification of factors at the manifest level ý%hich are 
able to predict the exchange relationship, thus going beNond Rousseau's (1995) taxonomical 
description of contract 't\pes' Millwward and Brewerton (in preparation, h). 
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Section 8.4, above, provides an illustration of this by exploring the contractual predictors of 
three intra-organisational groups, each of which ýLork for the same organisation (a national 
cinema chain) but each of which experiences significant differences in the realit\ of their dail" 
working lives, as they are exposed to different issues, problems and env ironments. These 
differences were shown to manifest themselves both in the contractual terms reported bN the'c 
groups, and in the critical predictors of the exchange relationship that emerged from the 
analysis. This was most apparent in the prediction of perceived equit\ on the part of the 
organisation's behaviour towards its staff. The cinema technician group reported that issues 
of communication efficiency and opportunities for professional development were most 
critical in predicting perceptions of equity, reflecting their concern both «ith the need for 
training in the use of new equipment and their relative isolation from the rest of the 
organisation in their daily activities. The call-centre agent group reported the degree to which 
the organisation was able to offer supervisory support to staff as being the most crucial 
predictor of perceived equity, reflecting their concerns that supervisory staff were suppressing 
staff performance by adopting a hostile management approach. The management group 
reported that the extent to which the organisation promoted a climate of teamk%ork and 
belonging was most critical to their perceptions of equity, emphasising this group's concerns 
that major changes within the organisation were eroding this team-based, famil} environment 
with the construction of an increasing number of impersonal 'entertainment centres' to replace 
smaller, provincial, family cinemas. Such an example serves to illustrate the potential for 
exploring normative elements of psychological contracts at intra-organisational group level. 
The model has a range of practical implications which have the potential to impact on the 
management of employees' contracts with the organisation. Particularly during periods of 
organisational change, employees' perceptions of deal delivery are likely to alter. An 
example was presented in Chapter 8 of an organisation where job security is threatened and 
the team feeling which previously defined the company is eroded as the organisation is forced 
to become more `contractual' with its staff in order to survive. This example illustrates ho,. ý 
important it may be in terms of managing employee expectations and perceived exchange 
relationships, to understand the value and importance placed on such facets of organisational 
life by groups of staff. It may be, as was the case \%ith the cinema sample, that staff ha\e 
become acclimatised to an organisation which fosters a friendly, family atmosphere and that 
disruption of this environment threatens the relationship which has become established 
between the parties. In other organisations, this element of the \ýork climate ma\ not he ýO 
highly \alued as a defining, central feature of the organisation's o\Ln, and staffs ý\ork-based, 
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identities. In either case, the utility of the proposed model resides in its ability to identif\ 
predictive elements of both individual self-concepts and organisational perceptions which 
may impact on the exchange relationship as perceived by employees. During periods of 
change, or when considering organ isational development interventions, it is clearly of great 
value to decision-makers to be able to focus on those areas of organisational operation and 
climate, and on the needs and motivations of employees, which are most critical to 
employees' continued investment in the organisation. Maintaining and managing 
expectations in times of transition is an inherently difficult task, but the current model 
presents a practical approach for achieving this: by focusing on the elements of organisational 
deal delivery and on the needs and values of the working population Nhich are highly valued 
by employees, and which ultimately impact on their psychological contracts with the 
organisation, the potentially negative consequences of change and transition may, at least in 
part, be mediated. 
In summary, then, the current thesis has addressed a range of research issues of relevance to 
the psychological contract field. Chapter 5 suggested that not only could the psychological 
contract be modelled across organisational samples using a common framework of 
characteristics, but that these characteristics were empirically distinct from existing workplace 
constructs such as organisational commitment. In addition, this chapter was able to 
demonstrate the power of the psychological contract in predicting performance at work, which 
was shown to be more efficient as a predictor of intended and actual turnover behaviours than 
other workplace constructs such as job satisfaction, organisational commitment and job 
involvement. The relevance of performance prediction to the workplace is clearly significant 
and lends weight to the continued study of the psychological contract partly in an effort to 
deliver performance improvements to organisations. 
Chapter 6 was able to demonstrate that employees' perceptions of the extent to which the 
organisation had delivered on the expected employment deal was likel` to impact 
significantly on the perceived terms of the exchange relationship bet\ýeen the parties. It 
appeared that different organisational samples attached vary ing values to each element of the 
deal, as was reflected in the statistical importance of each element of deal delivery in 
predicting terms of the exchange relationship. It was also clear from this chapter that 
additional factors were likely to be contribute to the prediction of employees' psychological 
contracts. 
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Chapter 7 focused on the relative importance of indk idual employees* %%ork-based self- 
concepts in predisposing them towards a particular stance regarding the employment 
relationship. It demonstrated that self-relevant factors such as work values. and social %%ork- 
based and other memberships could contribute significantly to the contractual orientation 
adopted by employees, most notably in terms of their degree of 'contract-focus' and in the 
expected length of their employment 'time-frame'. As expected, these factors \\ ere ho\% n to 
add value over and above the predictive properties of organisational perceptions. 
Chapter 8 combined findings from previous chapters in the development of an integrated 
model of the characteristics and content of the psychological contract at work. The chapter 
showed that the exchange relationship can be modelled as a dynamic, interactive, indiN idual- 
level, cognitive-perceptual construct, which is also able to retain value "ý hen aggregated 
within and across organisational groups. The chapter presented suggestive evidence that both 
self- and organisational perceptions are of critical importance in predicting the terms of the 
exchange relationship that exist between individual employees (and employee groups) and 
their employing organisation (please note that the potential problem of aggregation of 
individual perceptions will be taken up for further discussion in Section 9.2.2, below). The 
operationalisation and methodological approach presented in this chapter suggest the 
possibility that both the characteristics and the content of the psychological contract can be 
usefully explored across individuals and groups. For example, using the model, the 
characteristic of `contract-focus' may be found to be particularly low in a given occupational 
group, i. e. that group is willing to go beyond the terms of its stipulated contract. The model 
proposed here additionally allows the researcher to identify the underlying reasons for this 
low reported contract-focus, and thus the content of this element of the exchange relationship. 
For a given group, this may lie, for example, in their perceptions of job security, of a fair 
wage and opportunities for upward advancement. Finally, the model has implications for 
practitioners in its potential to identify individual and organisational factors which really 
make a difference to the exchange terms on which the psychological contract is based. B" 
harnessing this information, it is argued that the pain of organisational change and transition 
can be reduced as the expectations of employees can be more effectively managed. 
Howtie\er, whilst the model presented here is felt to have significant strengths as a descriptor 
and explicator of the exchange relationship bemeen employer and employee, the study's 
limitations are several and significant. The following section addresses these shortcomings 
and points towards possible future research efforts to overcome then. and to extend and 
expand on the current conceptualisation. 
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9.2 SHORTCOMINGS OF THE CURRENT RESEARCH AND PROPOSED FUTURE 
RESEARCH 
Despite the various contributions outlined in Section 9.1, above. made b\ the current model to 
the psychological contract research field, there remain a number of methodological and 
theoretical shortcomings which restrict the findings' applicability and suggest the need for 
further research to provide clarifying or refuting evidence for their accuracy . 
9.2.1 Methodological shortcomings 
Firstly, addressing the methodological issues of concern to the current series of studies, it is 
clear that almost exclusive reliance on survey-based self-report measures of study constructs 
represents a significant limitation to the findings' accuracy and generalisabilit\. The problem 
of common method variance has been variously documented in the organisational behau iour 
and management literature (Campbell and Fiske, 1959; Eden and Leviatan, 1975; Miceli, 
Jung, Near and Greenberger, 1991; Mowday and Sutton, 1993; Podsakoff and Organ, 1986: 
Porter, Pearce, Tripoli and Lewis, 1998; Rush, Thomas and Lord, 1977) and refers to the 
possibility of artificial ly-inflated relationships between study variables when data derive from 
the same source. In the case of the current thesis, self-report questionnaires produced the 
most significant portion of the data, including self-reported psychological contract 
characteristics (via the Psychological Contract Scale), perceptions of organisational deal 
delivery (via the Delivery of the Deal scale) and certain elements of respondents' work-based 
self-concepts including stated work values and degree of occupational/professional 
identification (via the Work-Based Self-Concept scale). By collecting these data via the same 
questionnaire, it could be argued that the same source or sources of error may have 
contributed to the measurement of each study variable. Within the context of this series of 
studies, such sources of error are likely to have included: 
" Social desirability error (particularly marked for the Work-Based Self-Concept scale 
measures); 
0 Respondents' concerns that their responses may have been reflected back at them b> 
management resulting perhaps in overly positive assessments being made of the 
organisation and of respondents themselves (possibly affecting all scale items). and thus 
potentially restricting the range of some stud,. variables; 
0 '1 lalo' or 'horns' effects, where a global positive or negative mindset may have motivated 
respondents to seek the positive or negati-ve response to each item v, ithout fuI Iý 
considering its content or meaning; 
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" Acquiescence, where respondents may have either repeatedly endorsed or refuted items 
without attending to their content. 
The separate and combined effects of each of these sources of error are difficult to quantify, 
but their overall influence raises questions as to what obtained correlational relationships 
between variables actually represent. Tests exist which purport to assess the relati,. e 
prevalence of common method variance within a dataset, such as Harman's (1967) one-factor 
test, and partialling of this factor from subsequent correlational analyses (Podsakoff and 
Organ, 1986). Techniques are also available to reduce the influence of common method 
variance post hoc such as social desirability partial Iing (e. g. Crov, ne and Marlo\tie. 1964; 
Edwards, 1970) and `scale trimming' (see Birnbaum, Farh and Wong, 1986). Howev er. 
numerous difficulties exist with each of these procedures and none have proven ability to 
significantly reduce the potential sources of error in same-source data. 
A number of design alterations could have been made to the current series of studies to reduce 
the possible effects of common method variance, including data source triangulation via the 
introduction of depth interviews, or use of critical incidents approaches to explore employees' 
numerical responses further. However, such techniques would have necessarily compromised 
the anonymity of respondents, a crucial issue when asking survey questions of a sensitive or 
political nature, as was the case here. Instead, the use of an open-ended item encouraging 
respondents to comment on any areas of their working lives covered by, or omitted from, the 
questionnaire was used in order to allow respondents to contextualise their own numerical 
responses with subjective comments about their employing organisation. It should be 
acknowledged that this approach was far from ideal and went only part way towards 
mediating the potentially significant confounds of same-source response-response 
correlations. 
Kline (1993) notes that in Guilford's (1956) discussion of response sets «hick may affect 
results obtained via Likert scales, the issues of extreme responding and tendency to use the 
middle option are raised. These issues are very pertinent to the seven-point Likert items used 
throughout the scales constructed for this thesis since the\ may represent a significant source 
of error \khich again is very difficult to control. Whilst acknowledging that these effects do 
exist, however, Kline (1993) contends that the strategies of extreme or mid-point responding 
are likely to represent \alid and genuine aspects of attitudes and should not be corrected for. if 
scale items sho\ý themsel\ es to be effecti\ e in statistical analyses. 
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Whilst sample sizes throughout the studies presented in this thesis have been argued to be of a 
sufficient size to withstand the statistical tests undertaken with them, it remains that for sonne 
samples, percentage response rates ýkere sufficiently low as to arrant caution in dra%%ing 
inferential conclusions. Specifically, those samples used in the crucial Chapters 8 and 9 of the 
thesis, deriving from a national cinema chain and from an NHS Hospital Trust. achieved 
response rates of lower than 30%. Although possible underlying reasons for these depressed 
response rates were several (including staff concerns over anonymity, the length of the 
questionnaire, and some questionable distribution techniques on the part of both 
organisations), it remains that a sample comprising less than one third of the total intended 
population is limited in its representativeness of that population. This shortcoming is 
particularly pertinent when discussing the issue of normative or shared elements of the 
psychological contract. Given that aggregated responses on which proposed normative 
elements were based represented less than a third of the intended population, comparison 
across groups must be treated with the appropriate caution. It is suggested that future research 
efforts should consider the impact of questionnaire length on likely response rates, in addition 
to the possible influence of incentives offered for completion of surveys especially if they 
require respondents to somehow identify themselves. Both of these factors are suggested to 
have influenced response rates here. 
A methodological issue which emerged from Chapter 7 was the requirement of the Work- 
Based Self-Concept scale to include a range of social membership variables which could be 
generalised within and across organisational samples. Within the set of studies reported here, 
some sample-specific social group memberships were argued to be salient to particular 
organisational groups, such as place of training for the nursing sample and working pattern for 
the cinema sample. However, for conclusions about the content of organisational samples' 
psychological contracts to be truly comparable (which in practice would require the entry of 
precisely the same set of variables into each path model describing the exchange relationship), 
a range of descriptive group data which would be comprehensive, accessible and generalisable 
Nýould need to be developed. Factors such as education level, age, gender, tenure, working 
pattern and ethnic origin are suggested for possible inclusion in future research efforts. 
A final methodological consideration «hich should be raised is that of reciprocity 'N ithin 
correlational relationships, , Nhich impacts on causal arguments "N hen emplo" ing methods such 
as path modelling. Path models and their reliance on regression-based techniques necessitate 
the construction of a priori hypotheses relating to the direction of relationship betvýeen stud,, 
constructs. Within this thesis, it has remained central to the construction of such path models 
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that it is self- and organisational perceptions which precipitate and predict the terms of the 
exchange relationship developing between individual and employer. Of course. this is an 
inherently problematic argument, particularly ýý hen a study's design is based on response- 
response attitudinal correlations. It may be that whilst employees' perceptions of both their 
organisation and themselves do have a partial effect on the exchange relationship that exists 
between the parties (or at least their perceptions of it), that this relationship is, in realit\. 
reciprocal. Thus, an individual who is willing to go the extra mile for their organisation, 'Nho 
sees the employment relationship in the long-term and who sees the organisation as an 
equitable one, is likely to report more positive perceptions of that organisation perhaps due to 
the emotional and psychological identification they feel with the company. 
In the same way, such an invested individual may begin to become more involved in their 
profession or occupation, and may even alter the nature of their beliefs and work values to 
some degree, again suggesting reciprocity between self-perceptions as operationalised in the 
thesis and the psychological contract reported by employees. The use of techniques such as 
multiple regression, and to a greater degree, structural equation modelling, are based on an 
assumption of causality which is likely to be unrealistic within the psychological complexity 
of the real world. Naturally, this problem traverses much of the psychological and 
management literature and is raised here to point out the fact that despite implied assumptions 
of causality in the current series of studies, it is acknowledged that correlational relationships 
are more likely to be based on reciprocity than on causality. 
9.2.2 Theoretical shortcomings 
In considering possible theoretical shortcomings of the thesis, a number of issues must also be 
noted. Firstly, during the course of the thesis, some concerns were raised about specific items 
and sub-scales contributing to the Psychological Contract Scale. The removal of 10 items 
from the original scale as documented in Chapter 5, was both empirically and theoretically 
defensible and ultimately appeared to produce a robust, generalisable four-factor scale xthich 
retained its integrity across a range of subsequent organisational samples. HoýNever, the 
phrasing of some items remained a concern, most notably that of the professional 
development sub-scale. Three of the four contributory items to this sub-scale were prefaced 
with the phrase 'I expect... '. These were the only PCS items to specificall\ raise questions 
relating to employees' expectations. Whilst this is not necessarily problematic, it 
differentiates these items from others in the scale ý\ hich relate to the orientation of the 
individual to the organisation (e. g. degree of contract focus and stated intentions regarding 
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employment time-frame, rather than perceptions of the organisation per se). Whilst there are 
conceptual similarities with the perceived 'equity' items, since these too relate to 
organisational perceptions, it is felt that the professional development items are problematic in 
that they confuse the intended content of the items, i. e. to uncover whether an individual 
retains a positive attitude towards and desire for professional development within their 
employing organisation, rather than whether the organisation is perceived as one \k hich offers 
training and development opportunity. These items are distinct from those comprising the 
`equity' sub-scale since these relate to employees' perceptions of fairness and justice on the 
part of the organisation, and so justifiably relate to the individual's own vieýks of the 
organisation's behaviour towards its employees. It is suggested that future research efforts 
perhaps include professional development items which relate more to the individual's on 
orientation towards development since this, it is argued is more indicative of their level of 
investment and involvement in the company, and thus more in keeping ý, ý ith the spirit of 
Rousseau and McLean Parks' (1993), Rousseau's (1995) and McLean Parks. Kidder and 
Gallagher's (1998) conceptualisation of `relationally'-oriented contracts. 
As has been noted throughout the thesis, the Psychological Contract Scale in its current and 
previous (Millward and Hopkins, 1998) forms, is somewhat restricted in the areas that it 
covers when compared with the original conceptualisations (Rousseau and McLean Parks. 
1993; Rousseau, 1995) on which it is based. Specifically, the following areas are not 
explicitly covered by the PCS: stability, i. e. the "degree to which the psychological contract is 
limited in terms of its ability to evolve and change without an implied renegotiation of the 
terms" (McLean Parks et al, 1998: 706); and scope, i. e. the extent to which the boundary 
between one's employment relationship and other aspects of one's life is seen as permeable" 
(McLean Parks et al, 1998: 707). In addition, the element of tangibility is only implicitly 
addressed via the PCS, that is the degree to which the employee perceives the terms of the 
contract as unambiguously defined and explicitly specified, and clearly observable to third 
parties" (McLean Parks et al, 1998: 708). McLean Parks et al (1998) have also introduced 
several new elements into the psychological contract research field, including: particularism, 
that is "the degree to ýt hich the employee perceives the resources exchanged within the 
contract as unique and non-substitutable" (p. 714): and volition, that is "the degree to which 
employees believe they had the choice in the selection of the nature of the employment 
relationship, including, but not limited to, the degree to which they had input or control into 
the terms of the contract or formation of the `deal"' (p. 720). These researchers also touch on 
the idea of multiple agency employment relationships and the potential interactive effects of 
such relationships for temporar, part-time, contract or consultancy workers. Each of these 
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areas is worthy of more comprehensive exploration, v ith the majority consistent ý% ith the 
relational-transactional distinction originally proposed bý Rousseau (1990b: 1995). although 
proposing the likely co-existence of 'relational' and 'transactional' elements . kithin the same 
contractual framework. 
The second key theoretical shortcoming of the current thesis involk es the issue of normativ e 
contracts. Whilst the potential existence of shared, group-level contracts has been proposed 
by Rousseau (1995) and Rousseau and Tijoriwala (1996), a more recent paper bý Rousseau 
and Tijoriwala (1998) pointed to the problem of aggregation w hen conceptualising grouh- 
level phenomena, arguing that it is difficult to know at what level to conceptualise normative 
contracts. Are team, department or organisational contracts possible, for example" The 
current thesis has argued for the possible existence of shared elements of employees' 
psychological contracts, both at the organisational and occupational/departmental levels. 
However, it remains that within an aggregated representation of the exchange relationship, a 
potentially infinite number of different psychological contracts ma` still be described, 
consistent with the infinite variety of employee needs and interests (Millward & Herriot, 
1999; Sparrow, 1996a; 1998). Variation between individual psychological contracts w ithin 
groups, Sparrow (1998) argues, is always likely to be greater than it is between those groups. 
Thus, aggregation of individual employee responses represents both a theoretical and 
methodological shortcoming of the thesis. However, through the use of regression-based, 
path modelling techniques, the problem of individual response aggregation is taken into 
consideration to some degree. The technique of multiple regression reports on the underlying 
patterns in a dataset which best represent all sample members' responses on an individual 
basis, rather than reporting on some hypothetical 'average' sample member. 
The finding of the current thesis that the underlying content of employees' psychological 
contracts, in addition to the characteristics which describe them, may differ to reflect to some 
degree the issues and experiences faced by all group members which differentiate them from 
members of other groups, provides some suggestive support for the notion of shared. or 
normative, elements of employees' psychological contracts. In this wway, the concept of 
normative contract can be shown to be psychological in origin and closely bound up «ith the 
notion of individuated ps\chological contracts, rather than being conceived of as a distinct 
and separate entity, removed and isolated from the individuals ýýho originally brought it to 
life. HoNNcNer, further empirical \\ork, particularly focusing on indi\ idual-Ie\el psychological 
contract variation \\ ithin employee groups, vý ill be required before am serious conclusion, 
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may be drawn about the potential utility of the current approach for inNestigating the 
normative contract concept within the research field. 
The current thesis is also limited in its focus on the ps,, chological contract as an indiN idual- 
level, cognitive-perceptual construct, that is, as a product of self- and organisational 
perceptions. Within this conceptualisation, albeit purporting to describe a common 
framework within which to explore the psychological contract phenomenon. the common 
process of psychological contracting is not addressed. Instead, each indiN idual's 
psychological contract is conceptualised in moment-in-time, snapshot form, remaining open 
to dynamic change depending on the interaction of its component elements from «eeL to 
week and month to month. Herriot and Pemberton 's (1996a: 1997) proposed model of 
psychological contracting (whilst it made explicit and objective something ýýhich is argued 
here to best be represented `in the head' of the employee) focused on the development of the 
contract over time via the process of negotiation and renegotiation between the individual and 
the organisation, in line with each party's wants, needs and offers. Such a model has some 
significant utility in its general isabi I ity across situations and organisations, allowing 
researchers to identify the stage of the contracting process. and its potential influence on the 
content and characteristics of an employee's psychological contract with the organisation, and 
of the organisation's contract with the employee, at any given moment in time. 
Herriot and Pemberton's (1996a; 1997) model also emphasises the importance of assessing 
both sides of the exchange relationship which exists between individual and organisation. 
Herriot, Manning and Kidd (1997) were also keen to address the organisational side of the 
equation in their exploration of perceived employee and employer obligations using Critical 
Incident technique. Some researchers have argued against the exploration of the organisational 
side of the exchange relationship due to problems with agency, i. e. the difficult} of NLhich 
organisational agent(s) to select as best representing the interests, wants and needs of the 
employer (e. g. Rousseau, 1989; 1995). However, it remains that until this element of the 
exchange relationship is addressed objectively, as suggested by Arnold (1996) Guest (1998b) 
and Ilerriot and Pemberton (1997), it will not be possible to argue that the true process of 
exchange between parties has been systematically analysed. This also raises the question as to 
\N ho represents the 'organisational' side of the exchange relationship, i. e. ý\ ith NN hom is the 
deal struck'. ' Rousseau's (1995) concerns regarding multiple agenc\ are rele\ ant 
here in that 
each employee may feel that a psychological contract has developed and exists bet ccn 
themselves and, for example, their team, department, diN ision, profession and/or organisation. 
Some elements of these contracts ww iIl be common, but many more are lIke IN to 
be 
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idiosyncratic and specific to the context concerned. If this is the case. then it ýti iII he cICar IN 
difficult to uncover employees' perceptions as to the source of contract breaches or fulfilment. 
and so the potential implications for exchange relationship(s) at one or more of these levels. 
Although brief mention has been made of the issue of performance prediction and of the 
relevance of the psychological contract to attitudinal and behavioural outcomes, this has not 
represented a principle focus of the current thesis. It was shown in Chapter 5 that contractual 
orientation was able to predict intended, and actual, turnover behaviours and this finding as 
used as evidence of the practical relevance of the psychological contract to individual and 
organisational performance. However, to retain the theoretical focus of the thesis, further 
efforts to explore the relative impact of the exchange relationship on emploN cc performance 
have been limited. Other researchers have demonstrated definite links between perceived 
contract violation/unfulfilled obligations and stated intention to leave the employing 
organisation (Guzzo, Noonan and Elron, 1994; Robinson and Rousseau, 1994), actual 
turnover behaviour (Robinson and Rousseau, 1994), absence behaviours (Geurts, 1995; Guest 
and Conway, 1997; Nicholson and Johns, 1985), levels of motivation and effort at work 
(Guest and Conway, 1997) and organisational citizenship behaviours (McLean Parks and 
Kidder, 1994; Robinson and Wolfe Morrison, 1995). It is clear that in order for the 
psychological contract to be accepted as a useful concept, at least in the pragmatic sense, its 
relationship with individual and organisational performance needs to be assessed. Future 
research efforts will need to address this area directly. 
Throughout the psychological contract literature, particularly that deriving from the US, much 
is made of the notion of promissory contract violation, particularly when compared with the 
perceived inability of organisations to meet expectations (which may or may not contain a 
promissory element). Rousseau (1990b) emphasised that violated promises were at the core of 
the construct, arguing that this differentiated the psychological contract from the concept of 
unmet expectations (Wanous, Poland, Premack and Davis, 1992). She also suggested that 
violated promises lent more weight (in terms of accounting for increased variance) to the 
prediction of work-related outcomes such as satisfaction and intention to lease. Violation, 
then, is a failure to comply Nt ith the promissory terms of a contract: ho people interpret the 
circumstances of this failure determines whether theN experience a violation (Rousseau, 1995: 
112). It has been the contention of the current thesis that unmet expectations are also Iikel\ to 
represent a critical element of employees' ps\chological contracts. one %\hich is inherentl\ 
more personal and idiosyncratic than its promissory counterpart, since expectations are far 
more open to subjective interpretation by each individual employee. Howwe\er. it remains a 
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concern that promissory contract ý iolations have not been explored here, nor hale their 
potential impact on the exchange relationship as framed by the current model. Future research 
should endeavour to identify the difference made by perceived delivery on promises. rather 
than on expectations. to the characteristics and content of the exchange relationship. 
Another issue for future exploration is that of coping strategies, particularly during times of 
organisational change and of deal negotiation. Sparrow (1998) suggests that there may he 
numerous different ways in which individuals actively cope «ith. and adapt to, contract 
violation and change and these may impact both directly and indirectly on the terms of the 
psychological contract reported by staff. Such possibilities need to be rigorousl` explored and 
their implications identified before we can be sure of possible individual-level mediating 
factors involved in responses to contract breach. 
Finally, mention should be made of the relative levels of prediction afforded by perceptions of 
organisational deal delivery and of work-based self-concept, to each of the elements of the 
exchange relationship addressed by the Psychological Contract Scale, as presented in 
Chapters 6-8 of the thesis. While around 60% of variance in employees' perceptions of equity 
could be predicted by these factors, only around 40% of variance in employment time-frame 
could be predicted, with 20-30% generally predicted of the degree of contract-focus reported 
by respondents. These relative differences are suggestive of the possibility of additional 
factors which may be crucial components of employees' exchange relationships with 
employers, particularly in the case of contract-focus. Further research ýý iIl be needed to 
uncover the motivations and predisposing factors which best predict this particular element of 
the exchange relationship. 
9.2.3 Proposed future research 
Further research is currently being undertaken by the author and others using the model 
proposed here as a framework for exploration of the psychological contract concept. One 
study (Millward and Brewerton, in preparation, a) concerns possible implications for the 
management of the psychological contract of telem orking, as opposed to office-based 
\\orking. This study progresses the notion of shared aspects of psychological contracts, 
matching two samples for age, organisational grade, and occupation within a financial 
institution. The samples include a large number of distance or teleworkers (i. e. ý\orkers who 
use information and communications technolog\ to enable tasks to be completed at a distance 
from the place where the results are needed or where the work would conventional I\ ha\e 
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been done, Bertin & Denbigh. 1996). ýNhose experience of ýtiork and of their emplo,, ing 
organisation differs significantly from their office-based counterparts 
Preliminary findings suggest that differences exist both in the content and characteristics of 
the psychological contracts reported by each group and whilst teleworkers do not appear to 
adopt significantly more transactional relationships than their office-based counterparts. the 
factors which predict their employment relationships differ greatly, depending in part on their 
experience of work and of their employing company. Indeed, it appears that for tele%%orkers. 
perceptions of the degree to which the organisation offers opportunities for personal and 
professional development, and of the perceived efficiency of communication floý% and 
structures within the organisation, are most predictive of their adopting a relational orientation 
towards the company, a finding consistent with those of other workers (Doole`, 1996; Hu\%s. 
Korte & Robinson, 1993, Pratt, 1983; Van der Weilen, Taillieu, Poolman, and Van Zuilchenm, 
1992). For their office-based colleagues, the degree to which they perceived the organisation 
as a source of identification and belonging best predicts the degree to which they are \ý filling 
to invest themselves emotionally. 
The issue of normative elements of the psychological contract is again raised by this research. 
which acknowledges the importance of individual contract variation within groups, N%hilst at 
the same time being able to identify apparent differences at the aggregated group level 
between employees' contracts reflecting differences in the organisational reality which they 
experience from day to day. 
A second study, currently in the design stage, will focus on possible cross-cultural difference, 
between groups of French and UK executives, following on from the work of Sparrow 
(1996a). This original research effort focused on cultural differences in work values (Elizur, 
Borg, Hunt and Beck, 1991) and management styles (Bournois and Chauchat, 1990, Naulleau 
and Harper, 1993) between different European nations (which Sparrow argued had the 
potential to alter the psychological contracts evident in each country), in addition to the abilith 
of each national workforce to engage in Herriot and Pemberton's (1995) new deal' st\ le of 
contracting. The study Nti ill address differences in work ý alues and management practices and 
the potential impact each has on the style and content of the psychological contract adopted 
by 
French and UK executi\ e staff. At present, the component sub-scales of the Ps\ chological 
Contract Scale are being extended to include issues relating to contractual flexibilit` and the 
honme/work interface, as originally suggested by Rousseau (1995 ), and more recently 
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supported by McLean Parks et al (1998). since these issues are kno%Nn to be of critical 
importance to the target samples. In addition, the stud,, design vv iII include a rangt of 
individual-level performance measures, including monetary bonus awarded, appraisal rating. 
performance rating, etc., in order to assess the influence of both kork %alues and contractual 
orientation towards the organisation, on performance at work. 
As suggested in Chapter 5, it also remains for the relational terms which may underpin the 
Psychological Contract Scale's proposed four component dimensions to he identified. Whilst 
the model presented in Chapter 8 includes three of the four PCS factors, possible 
interrelationships between these factors have yet to be explored. Pilot %kork in this area has 
suggested that operationalising a coherent model within which to capture this essentiall\ 
idiosyncratic data may take one of several forms. By combining each of the PCS's four 
factors, it is possible to develop an additive model of each individual's contractual orientation, 
e. g. 
Time frame + Equity + Professional Development - Contract focus = Contract tj pn' 
I lowever, this detracts from the factorial interaction that may best represent each individual's 
contractual orientation. An alternative may be to split each sample into 'high' and 'low' 
scorers on each PCS factor and combine these to develop an interactive descriptike frameýýork 
for each individual's contract terms, e. g. an individual reporting high professional 
development, high contract-focus, low equity and short-term time-frame may represent a 
`careerist', i. e. someone who has no investment in the organisation other than to maximise 
personal development opportunity. A low contract-focus, high equity, long-term time frame 
and low professional development response may indicate an organisational 'soldier' (i. e. 
someone who expects little in return for their own investment and hard work). 
Such a typology, whilst retaining the richness and depth of the interaction bet\ýeen factors. is 
inherently complex and presents a large number of potential combinations of factors. In 
addition, it requires the introduction of someýý hat arbitrary, statistically -deriv ed distinctions 
between 'high' and 'low' scores on each factor which may introduce significant error into the 
model. A third alternative lies in standardising all scores to remove comparison problems 
between factors with different descriptive characteristics, and identifying the most extreme 
value across the four factorial scores, on the basis that this dimension represent', the most 
salient descriptor of each individual's psychological contract. This \wuld produce an eight- 
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way typology, as shown in Table 9.1. belo%ý : 
Table 9.1: Eight-way typology reflecting interaction between PCS factors 
PCS Factor Low score description High score description 
Contract-focus Investor Contractor 
Time-frame Leaver Stayer 
Professional Development Developed Developer 
Equity Deal dissatisfied Deal satisfied 
As might be expected, there remain problems with this tvpolog\. If extreme scores arc 
proximal (i. e. if an individual reports a high rating for both contract-focus and time-frame. 
- with little separating the two scores), an uncharacteristic representation of the indiv iduaI's 
contractual orientation may result (i. e. they may be cast as a 'contractor' when the,. are almost 
equally well-described as a `stayer'). Of course, this problem could be extended to encompass 
the whole concept of typologies: by allocating each individual to a particular descriptive 
category, the true nature of each idiosyncratic interaction is lost as the subtle interpla` 
between other factors is largely ignored. At first glance, however, it , could appear that scope 
exists for further development of this type of operationalisation of the psychological 
contract's exchange terms as measured by the PCS. 
Additional projected future research efforts will focus on some of the methodological and 
theoretical shortcomings of the current series of studies. These include the possible use of 
alternative statistical modelling techniques, such as structural equation modelling, to develop 
and test the suggested path models presented in the current thesis on a more rigorous basis 
across a range of organisational samples. Of course, such a study would require a 
generalisable model specification (argued to be inappropriate to the samples studied here), and 
would need to address carefully the theoretical issue of causality as assumed in the 
development of such models. Further exploration of the impact of the exchange relationship 
on outcome attitudes and behaviours is required. as suggested by Guest and ComN aý (1997) 
and McLean Parks et al (1998). Whilst this has been attempted to some small degree in the 
current thesis and by other researchers (e. g. Guzzo, Noonan and Elron, 1994 Robinson and 
Rousseau, 1994), more rigorous designs need to be developed NNhich reduce the influence of 
same-source self-report contamination and explore more deepl\ the psychological and 
behavioural implications of the exchange relationship. particularly as regards its influence on 
performance at N\ ork. 
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9.3 FINAL WORDS 
lt should be noted that, as the body of psychological contract literature grows, the concept is 
becoming increasingly widely used in a variety of organisational contexts as a neat and useful 
explicator or metaphor for understanding organisational changes and their impact on 
employees (Millward & Herriot, 1999). Whilst the widespread acceptance and application of 
the concept should not be discouraged, researchers should be , -igilant that the term does not 
become an `umbrella' descriptor of all to do with organisations. lt seems that the construct is 
salient to so many areas of organisational behaviour, including career development and 
management, organisational performance, the political nature of do,. N nsizing and restructuring 
decisions, the changing relationship between employee and employer, and the management of 
that changing relationship, that it is at risk of becoming diluted in meaning and in its 
explicative power. 
Many papers have been keen to incorporate the idea of organisations' "short run myopic 
focus", resulting in "a decade of downsizing and layoffs, more palatably termed `rightsizing"' 
(McLean Parks and Kidder, 1994: 112), which has supposedly led directl,, to the development 
of a transactional relationship between employees and employers. Whilst the metaphorical 
use of the psychological contract concept in this way seems appealing, it is clear that 
substantially more research is required into its content and meaning before such politicised 
comment can be leant any conceptual (or empirical) weight. Unfortunately, man` 
organisations have latched onto the term psychological contract as useful rhetoric, one that 
hides the reality of imposed deals and ill-thought out attempts to re-harmonise an insecure 
workforce. 
On another note, the assumption is commonly made that 'commitment' is good for an 
organisation: the more the better. Similarly, an implicit assumption is often made in the 
literature that the loss of the old relational contract (Herriot and Pemberton, 1995) is 
unfortunate and that we should aim to re-create new ones. Like commitment hoNN ever, 
relational contracts may perhaps be double-edged. For instance, high relational contracts can 
lead to insufficient turnover (and thus organisational stagnanc\ ). to excessive 
conformity/rigidity and a consequent inability to either innovate or adapt, as personal 
considerations are sacrificed for organisational ones (Randall. 1988). On the other side of the 
coin, transactional contracts might in some instances he good for an organisation, in that the,, 
afford the opportunit\ for personal contributions of the creative and innovative kind. 
Moreo\ er. such a climate could perpetuate a 'natural' system for the turno\ er of 
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disruptive/poor performers. From the individual point of view, relational contracts might Nell 
afford career advancement and compensation opportunities but may also foster resistance to 
change, stress and tension with employees having to juggle familN/personal responsibilities 
with work and limited time for non- kork activity. In a fast changing , ýýorkforce. 'lever (1997) 
wonders whether a highly committed workforce might be a 'liability'. AlternatiýelN, as 
organisations become leaner, they may rely more heavily on the commitment of core %%orkers 
alone. Likewise, Rousseau (1995: 106) is eager to emphasise that the relational contract is h\ 
no means the `best' or most `appropriate'. Transactional contracts (as held b\ many 
'careerists', for example) can afford `flexibility' to an organisation in kthich the dominant 
contract is relational. Moreover, transactional contracts increase the life-style options for 
individuals. 
The studies and model presented in this thesis have shown that it is possible to develop a 
useful framework within which to explore the content and characteristics of the ps\chological 
contract concept within and across individuals and organisational groups, as advocated b\ 
Arnold (1996), Guest (1998b) and McLean Parks et al (1998). It is clear that substantial 
additional research is required in the field, perhaps using models such as the one presented in 
this thesis as a starting point, before the psychological contract can be said to have truly 
achieved `theory' status. The findings presented so far in the research suggest that the 
psychological contract is empirically distinct from other forms of work-based reaction, that it 
has definite, measurable implications for attitudes and behaviour, and that it has the capacity 
to conceptualise the employee-employer relationship in a genuinely two-way. interacti\ e 
fashion, as originally suggested by Barnard (1938) and later Argyris (1960) and Schein 
(1980). Thus, whilst the psychological contract can be, and has been, argued to have gained 
`construct' status, most notably in the extended discussion between Guest (1998b; 1998c) and 
Rousseau (1998), it remains that, despite clear links with expectancy and equity theories, the 
psychological contract concept has yet to enjoy substantive theoretical underpinning. As a 
result, some researchers are now beginning to question the validity and utility of the 
psychological contract and its theoretical roots (Arnold, 1996; Guest 1998b). in an effort to 
tighten its definition and conceptualisation. It is certainly true that the notion of psychological 
contract has gained much currency in management and academic circles over the past decade. 
However, a good deal of further research is needed before the construct is able to make 
significant sustained impact on our understanding of the world of work in the 2 1s' centur . 
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APPENDIX 1: THE PSYCHOLOGICAL CONTRACT SCALE (\IILLW ARD 
AND HOPKINS, 1998) 
N. B. Sub-scale membership column denotes Transactional ('T) and Relational ('R') items. 
Item 
No. ITEM 
Sub-scale 
membership 
1 I do this job just for the money T 
2 I prefer to work to a strictly defined set of working hours T 
3 1 do not identify with the organization's goals T 
4 It is important not to get too involved in your job T 
5 I expect to be paid for any overtime I do T 
6 1 come to work purely to get the job done T 
7 I intend to stay in this job for a long time (i. e. over 2-3 years) F (-) 
8 My long term future does not lie with this organization "I 
9 My loyalty to the organisation is contract specific T 
10 I only carry out what is necessary to get the job done T 
II As long as I reach the targets specified in my job I am satisfied T 
12 I work only the hours set out in my contract and no more T 
13 This job is a stepping stone in my career development R 
14 It is important not to get too attached to your place of work T 
15 1 work to achieve the purely short term goals of my job l 
16 My commitment to this organisation is defined by my contract T 
17 Excluded NA 
18 My long term future lies within this organisation T (-) 
19 I will work for this company indefinitely I (-) 
20 I expect to develop my skills (via training) in this company R 
21 I expect to gain promotion in this company with length of service and effort 
to achieve goals 
R 
22 l expect to grow in this organisation R 
23 To me working for this organization is like being a member of a family R 
214 1 feel part of a team in this organisation R 
25 I will go out of my way for colleagues who I can call on at a later date to 
return the favour 
R 
26 MN job means more to me than just a means of paying the bills T (-) 
27 I feel this company reciprocates the effort put in by its employees R 
28 The organisation develops/rewards employees who work hard and exert 
themselves 
R 
29 1 am motivated to contribute 100° o to this company in return for future 
employment benefits 
R 
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Item 
No. ITEM 
Sub-scale 
membership 
30 Excluded NA 
31 It is important to be flexible and to work irregular hours if necessary T (-) 
32 Excluded NA 
33 Excluded NA 
34 1 have a reasonable chance of promotion if I work hard R 
35 My career path in this organisation is clearly mapped out R 
36 1 am heavily involved in my place of work T (-) 
37 Excluded NA 
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APPENDIX 2: THE ORGANIZATIONAL CULTURE SCALE (GLASER, 
ZAMANOU AND HACKER, 1987) 
Item Dimension 
People I work with are direct and honest with each other Teamwork & conflict 
People I work with accept criticism without becoming defensive Teamwork & conflict 
People I work with function as a team Teamwork & conflict 
People I work with constructively confront problems Teamwork & conflict 
People I work with are good listeners Teamwork & conflict 
Workers and management have a good working relationship Teamwork & conflict 
This organisation motivates me to put in my best efforts Climate & morale 
This organisation respects its workers Climate & morale 
This organisation treats people in a consistent and fair manner Climate & morale 
There is an atmosphere of trust in this organisation Climate & morale 
This organisation motivates people to be efficient and productive Climate & morale 
I get enough information to understand the `big picture' here Information flow 
When changes are made, the reasons why are made clear Information flow 
I know what's happening in work sections outside my own Information flow 
get the information I need to do my job well Information flow 
I have a say in decisions that affect my work Involvement 
I am asked to make suggestions about how my job could be done more 
effectively 
Involvement 
This organisation values the ideas of workers at every level Involvement 
My opinions count in this organisation Involvement 
Job requirements are made clear by my boss Supervision 
When I do a good job, my boss tells me Supervision 
My boss takes criticism well Supervision 
My boss delegates responsibility Supervision 
My boss gives me criticism in a positive manner Supervision 
My boss is a good listener Supervision 
My boss tells me how I'm doing Supervision 
Decisions made at meetings get put into action Meetings 
Everyone takes part in discussions at meetings Meetings 
Our discussions in meetings stay on track Meetings 
lime in meetings is time well spent Meetings 
Meetings tap the creative potential of the people present Meetings 
Page 34 
APPENDIX 3: PERCEIVED DELIVERY OF THE DEAL (INITIAL ITEM 
POOL) WITH EXPECTED FACTORIAL MEMBERSHIP 
Item Item (Preceded with "This organisation offers Expected Dimension 
label you/provides/... ", 
"This organisation is one where... ", etc. ) 
PARI The opportunity to participate in work-related decisions Participation/ 
Communication 
PAR2 Management valuing the opinions of workers at all levels Participation/ 
Communication 
PA R3 Is one where you have the chance to make suggestions about Participation/ 
how your job could be done more effectively Communication 
COM I Good communication existing throughout the organisation Communication 
COM2 Staff knowing what's happening in work sections outside of Communication 
their own 
OPEN I People pretty much keep themselves to themselves Openness/Communication 
OPEN2 Employees rarely discuss their feelings openly Openness/Communication 
OPEN3 Everyone is very open about work issues Openness/Communication 
BEL l Which makes you feel an important part of it (like `one of Belonging/identification 
the family') 
BEL2 Which you are proud to tell others that you work for Belonging/identification 
BEL3 Whose values and attitudes seem very similar to mine Belonging/identification 
PRES I The freedom to be able to work at your own pace without Level of Pressure 
pressure from others 
PRES2 Where work is high pressure Level of Pressure 
PRES3 Where work is done within a series of deadlines and tight Level of Pressure 
schedules 
PRES4 Where I am not being rushed in any of the work that I do Level of Pressure 
PRESS Little pressure is imposed on me by my superiors Level of Pressure 
CAR I The opportunity for promotion Career development 
opportunity 
CAR2 The opportunity to advance your career Career development 
opportunity 
PROFI The chance to create a `professional' identity for yourself Professional development 
opportunity 
PROF2 The opportunity to develop your own area of expertise at Professional development 
work opportunity 
LOY I Employees who don't care if the company doesn't show any Mutual loyalt\ and 
commitment to them commitment 
LOY2 Is one where employees are not interested in offering Mutual loyalty and 
commitment to the company commitment 
I. OY 3 Is one where employees are not worried about the company Mutual loyalty and 
showing an\ Io\alt,, to them commitment 
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Item Item (Preceded with "This organisation offers Expected Dimension 
label you/provides!... ", 
"This organisation is one where... ", etc. ) 
LOY4 Most employees are extremely loyal to the company Mutual loyalt\ and 
commitment 
LOY5 Employees are not interested in offering loyalty to the Mutual lo\alt\ and 
company commitment 
MAN I That has supervisors who are always available to instruct Management 
and coach you 
MAN2 Has supervisors who go out of their way to help ý ou with Management 
your work 
MAN3 Has highly charismatic and inspirational management Management 
MAN4 Management talk with you freely about problems and issues Management 
at work 
MANS Help and supervision from your immediate supervisor Management 
REW 1 Where employees' perks and benefits are good Pay & benefits 
SEC I The possibility of staying with the organisation for some Job security 
time 
GUIDI Provides you with clear guidelines of what is expected of Job guidance 
you at work 
FEED I Regular and comprehensive feedback on your performance Performance feedback 
at work 
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APPENDIX 4: PERCEIVED DELIVERY OF THE DEAL (FINAL SCALE) 
AND DIMENSIONAL MEMBERSHIP 
Item 
label 
Item (Preceded with "This organisation offers 
you/provides/... ", 
"This organisation is one where... ", etc. ) 
Dimension 
PAR2 Management valuing the opinions of workers at all levels Communication 
COM I Good communication existing throughout the organisation Communication 
COM2 Staff knowing what's happening in work sections outside of 
their own 
Communication 
MAN4 Management talk with you freely about problems and issues 
at work 
Communication 
BEL l Which makes you feel an important part of it (like `one of 
the family') 
identification/belonging 
BEL2 Which you are proud to tell others that you work for identification/belonging 
BEL3 Whose values and attitudes seem very similar to mine Identification/belonging 
PRES I The freedom to be able to work at your own pace without 
pressure from others 
Level of Pressure 
PRES4 Where I am not being rushed in any of the work that I do Level of Pressure 
PRES5 Little pressure is imposed on me by my superiors Level of Pressure 
CAR I The opportunity for promotion Development opportunity 
CAR2 The opportunity to advance your career Development opportunity 
PROFI The chance to create a `professional' identity for yourself Development opportunity 
PROF2 The opportunity to develop your own area of expertise at 
work 
Development opportunity 
LOY2 Is one where employees are not interested in offering 
commitment to the company 
Loyalty and commitment 
LOY4 Most employees are extremely loyal to the company Loyalty and commitment 
LOY5 Employees are not interested in offering loyalty to the 
company 
Loyalty and commitment 
MAN I That has supervisors who are always available to instruct 
and coach you 
Supervisory involvement 
MAN2 Has supervisors who go out of their way to help you with 
your work 
Supervisory involvement 
MANS Help and supervision from your immediate supervisor Supervisory involvement 
REW I Where employees' perks and benefits are good Pay & benefits 
SEC I The possibility of staying with the organisation for some 
time 
Job security 
GUIDI Provides you \ýith clear guidelines of what is expected of 
y ou at work 
Job guidance 
FEED I Regular and comprehensive feedback on your performance 
at work 
Performance feedback 
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APPENDIX 5: WORK-BASED SELF-CONCEPT (INITIAL ITEM POOL) 
WITH EXPECTED FACTORIAL MEMBERSHIP 
Item 
Label 
Item Expected Dimension 
IDENTI It is important to me that I am a member of this 
occupation/profession 
Professional/occupational 
identification 
IDENT2 I feel identified with this occupation/profession Professional/occupational 
identif ication 
IDENT3 I feel strong ties with other people in this 
occupation/profession 
Professional/occupational 
identification 
IDENT4 I see myself as a member of this occupation/profession Professional/occupational 
identification 
IDENT5 I am glad to belong to this occupation/profession Professional/occupational 
identification 
IDENT6 I feel that it puts me at a disadvantage to be in this 
occupation/profession 
Professional/occupational 
identification 
ETHIC] Even if I won a great deal of money on the lottery, I would 
continue to work somewhere 
Work ethic 
ETHIC2 Having a job is very important to me Work ethic 
ETHIC3 I would hate to be on the dole Work ethic 
ETHIC4 I would soon get bored if 1 had no work to do Work ethic 
ETHICS The most important things that happen to me involve work Work ethic 
ETHIC6 If unemployment benefit was really high I would still prefer 
to work 
Work ethic 
ETHIC? There is nothing wrong with doing a poor job at work if you 
can get away with it 
Work ethic 
ETHIC8 Someone who feels no sense of pride in their work is 
probably unhappy 
Work ethic 
ETHIC9 Doing a good job at work means a great deal to me Work ethic 
ETHIC 10 The most important thing about a job is liking the work Work ethic 
MON I The only good part of most jobs is the money Money-focus 
MON2 A person should choose the job which pays the most Money-focus 
MON3 A good job is a well-paying job Money-focus 
MON4 If I was looking for a job, money would not be the most 
important consideration 
Money-focus 
UPWI Even if someone has a good job, they shouldn't stop 
looking for a better one 
Upward-striving 
UPW2 A promotion to a higher-level job usually means more 
worries and should be avoided for that reason 
Upward-striving 
UPW3 In choosing a job, I would consider chances for 
advancement, as well as other factors 
Upward-striving 
IJPW4 A well-paying job that offers little chance for advancement 
is not a good job for me 
Upward-striving 
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APPENDIX 6: WORK-BASED SELF-CONCEPT (FINAL SCALE) AND 
DIMENSIONAL MEMBERSHIP 
Item 
Label 
Item Dimension 
IDENTI It is important to me that I am a member of this 
occupation/profession 
Professional occupational 
identification 
IDENT2 I feel identified with this occupation/profession Professional/occupational 
identification 
IDENT3 I feel strong ties with other people in this 
occupation/profession 
Professional occupational 
identification 
IDENT4 I see myself as a member of this occupation/profession Professional/occupational 
identification 
IDENT5 I am glad to belong to this occupation/profession Professional/occupational 
identification 
IDENT6 I feel that it puts me at a disadvantage to be in this 
occupation/profession 
Professional/occupational 
identification 
ETHIC2 Having a job is very important to me Work ethic 
ETHIC3 I would hate to be on the dole Work ethic 
ETHIC4 I would soon get bored if I had no work to do Work ethic 
ETHIC6 If unemployment benefit was really high I would still 
prefer to work 
Work ethic 
ETHIC8 Someone who feels no sense of pride in their work is 
probably unhappy 
Work ethic 
ETHIC9 Doing a good job at work means a great deal to me Work ethic 
ETHIC 10 The most important thing about a job is liking the work Work ethic 
MON I The only good part of most jobs is the money Money-focus 
MON2 A person should choose the job which pays the most Money-focus 
MON3 A good job is a well-paying job Money-focus 
MON4 If I was looking for a job, money would not be the most 
important consideration 
Money-focus 
UPW3 In choosing a job, I would consider chances for 
advancement, as well as other factors 
Upward-striving 
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